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Abstract 
Human resource management (HRM) has recently emerged as an essential factor for 
organisations to achieve competitive advantage. Despite the astonishing efforts found 
in the HRM literature to investigate the relationship between the HRM system and 
organisational performance (OP), a number of theoretical and methodological gaps 
need to be further elaborated. These theoretical gaps can be summarised into one 
general question: ‘How does the HRM system affect OP?’ This question is referred 
to in the HRM literature as the ‘black box’, and the current thesis was mainly 
designed to address this question. 
The literature indicated that the HRM system–OP relationship is no longer seen as a 
direct relationship; instead, an indirect relationship with mediating and moderating 
variables is highly advised. Building on the individual-level theory of job 
performance, human capital theory, the behavioural perspective, social exchange 
theor, attribution theory, and the content and process approach to HRM theory, the 
HRM system–OP relationship is better conceptualised as mediated by the ability, 
motivation and opportunity to participate (AMO) model, affective commitment and 
organisational citizenship behaviour. Employees’ ability (A), motivation (M), and 
opportunity to participate (O), were frequently used as a mediating mechanism in the 
HRM–OP relationship literature, yet not empirically tested simultaneously. The 
significance of the current thesis lies in the integration of different perspectives and 
approaches into one single model, which further enhances our understanding of the 
mechanism by which the HRM system affects OP. 
Additionally, employees’ shared perception (strong climate) of which behaviours are 
required and rewarded is an important factor in investigating the black box of the 
HRM system–OP relationship. These perceptions were found in the literature to be 
affecting HRM outcomes represented by AMO. Moreover, it was indicated that the 
process through which the HRM system is implemented is as important as the 
content of that system. Despite the importance of a strong climate and the 
implementation process of the HRM system in furthering our knowledge of how the 
HRM system affects OP, few studies were found to integrate the content and process 
approach in studying the HRM system–OP relationship. 
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An extensive literature review was conducted to develop the measurement models 
intended to measure the different factors included in this thesis. The measurement 
models’ content and construct validity, reliability, and the goodness-of-fit indices 
were all assessed and assured through conducting confirmatory factor analysis. 
Quantitative cross-sectional data were gathered from 800 employees and 400 
subscribers in the telecommunications companies in Kuwait. 200 employees have 
responded with a response rate of (25%), whereas 210 subscribers respond with a 
response rate of (52.5%). Structural equation modelling via AMOS 22 was used to 
build, validate and test the hypothesised models. The results indicate that the 
relationship between the HRM system and OP represented by service quality is 
mediated by AMO, affective commitment and organisational citizenship behaviour 
(OCB). In addition, the results have shown that a strong climate moderated the 
relationship between HRM and employees’ ability and motivation, while a non-
significant moderation was observed in the opportunity to participate. 
This thesis makes an original contribution to the HRM literature by developing and 
validating a comprehensive model that will help researchers open the black box of 
the HRM system–OP relationship. This study also provides valuable theoretical and 
practical recommendations that can help telecommunication companies to achieve a 
high service quality. 
  
vii 
List of Publications 
Almutawa, Z, Muenjohn, N & Zhang, J 2015, ‘Unlocking the black box of the conceptual 
relationship between HRM system and organizational performance’, Journal of 
Developing Areas, vol. 49, no. 6, pp. 413–20. 
Almutawa, Z, Muenjohn, N & Zhang, J 2016, ‘The effect of human resource management 
system on employees’ commitment: the mediating role of the AMO model’, Journal 
of Developing Areas, vol, 50, no. 6, pp. 17–29 
Almutawa, Z, Muenjohn, N & Zhang, J 2015, ‘Unlocking the black box of the conceptual 
relationship between HRM system and organizational performance’. Proceedings: 
the Australasian Conference on Business and Social Sciences 2015, Sydney, pp. 
169–184 
Almutawa, Z, Muenjohn, N & Zhang, J 2016, ‘The effect of human resource management 
system on employees’ commitment: the mediating role of the AMO model’, 
Proceedings: the Australia-Middle East Conference on Business and Social Sciences 
2016, Dubai, pp. 281–296. 
  
viii 
Table of Contents 
Declaration of Originality.......................................................................................... ii 
Acknowledgements .................................................................................................... iii 
Abstract ....................................................................................................................... v 
List of Publications ................................................................................................... vii 
Table of Contents .................................................................................................... viii 
List of Figures .......................................................................................................... xiii 
List of Tables ........................................................................................................... xvi 
List of Abbreviations ............................................................................................... xx 
Chapter 1: Introduction ............................................................................................ 1 
1.1 Chapter Overview .............................................................................................. 1 
1.2 Introduction ........................................................................................................ 1 
1.3 Research Objectives ........................................................................................... 4 
1.4 Research Rationale ............................................................................................. 5 
1.5 Research Significance ........................................................................................ 7 
1.6 Research Questions ............................................................................................ 9 
1.7 Theoretical Framework .................................................................................... 10 
1.8 Research Methodology ..................................................................................... 10 
1.9 Research Context ............................................................................................. 11 
1.9.1 Demography .............................................................................................. 11 
1.9.2 Economic Background .............................................................................. 12 
1.10 Thesis Organisation ........................................................................................ 13 
1.11 Summary ........................................................................................................ 15 
Chapter 2: Literature Review ................................................................................. 16 
2.1 Introduction ...................................................................................................... 16 
2.2 Human Resource Management (HRM) ........................................................... 17 
2.2.1 Individual HRM Practices Versus the System of HRM ........................... 18 
2.2.2 Best Practice Versus Best Fit .................................................................... 20 
2.3 Organisational Performance (OP) .................................................................... 22 
2.3.1 Subjective Versus Objective Organisational Performance ....................... 23 
2.4 HRM–OP Relationship (the Black Box) .......................................................... 25 
2.4.1 Direct Versus Indirect Relationship .......................................................... 26 
2.4.2 Content Versus Process Approach to HRM .............................................. 28 
2.5 Strong HRM System ........................................................................................ 31 
2.5.1 Attribution Theory .................................................................................... 31 
2.5.2 Bowen and Ostroff’s Model of a Strong HRM System ............................ 32 
2.5.2.1 Shared Perception (Strong Climate) .................................................. 33 
2.5.2.2 Strong HRM System ........................................................................... 36 
2.6 AMO Model ..................................................................................................... 40 
2.6.1 Employees’ Performance .......................................................................... 41 
2.6.2 AMO Model in the HRM Context ............................................................ 44 
2.7 Organisational Commitment ............................................................................ 46 
2.7.1 Affective Commitment ............................................................................. 47 
2.8 Service Quality (SQ) ........................................................................................ 51 
2.9 Summary .......................................................................................................... 54 
ix 
Chapter 3: Research Context .................................................................................. 56 
3.1 Introduction ...................................................................................................... 56 
3.2 Geography of Kuwait ....................................................................................... 56 
3.3 Population ........................................................................................................ 57 
3.4 Language and Religion .................................................................................... 58 
3.5 Political and Legal Environment in Kuwait ..................................................... 59 
3.6 Social and Cultural Environment in Kuwait .................................................... 60 
3.7 Economy .......................................................................................................... 61 
3.8 Telecommunications Sector in Kuwait ............................................................ 61 
3.9 HRM in Kuwait ................................................................................................ 66 
3.9.1 Kuwaiti Government and HRM ................................................................ 67 
3.9.2 Sociocultural Factors and HRM in Kuwait ............................................... 68 
3.9.3 HRM and the Private Sector in Kuwait .................................................... 69 
3.10 Summary ........................................................................................................ 70 
Chapter 4: Conceptual Framework ....................................................................... 72 
4.1 Introduction ...................................................................................................... 72 
4.2 Conceptual Framework .................................................................................... 72 
4.3 HRM System and AMO ................................................................................... 74 
4.4 Strong HR System and Strong Climate ............................................................ 76 
4.5 HRM System, AMO and Affective Commitment............................................ 78 
4.6 Affective Commitment and OCB..................................................................... 80 
4.7 OCB and Service Quality ................................................................................. 82 
4.8 Indirect Effect of Affective Commitment on SQ ............................................. 84 
4.9 Fully Integrated Model of the HRM–SQ Relationship .................................... 85 
4.10 Summary ........................................................................................................ 87 
Chapter 5: Research Methodology ......................................................................... 88 
5.1 Introduction ...................................................................................................... 88 
5.2 Research Paradigm ........................................................................................... 88 
5.3 Research Design ............................................................................................... 92 
5.3.1 Research Population and Sample .............................................................. 93 
5.3.2 Research Respondents ............................................................................. 100 
5.3.3 Research Instrument ................................................................................ 102 
5.3.3.1 Research Variables Definitions ....................................................... 103 
5.3.3.2 Items Generation .............................................................................. 105 
5.3.3.3 Scale Development ........................................................................... 107 
5.3.3.4 Validating the Research Instrument ................................................. 109 
5.3.3.6 Pilot Study ........................................................................................ 115 
5.3.4 Data Collection Methods ........................................................................ 116 
5.3.5 Data Analysis .......................................................................................... 118 
5.4 Research Ethics .............................................................................................. 119 
5.5 Summary ........................................................................................................ 120 
Chapter 6: Data Examination and Preparation .................................................. 121 
6.1 Introduction .................................................................................................... 121 
6.2 Missing Data .................................................................................................. 121 
6.3 Outliers ........................................................................................................... 125 
6.4 Statistical Assumptions .................................................................................. 127 
6.4.1 Normality ................................................................................................ 127 
6.4.2 Homoscedasticity .................................................................................... 131 
6.4.3 Linearity .................................................................................................. 133 
6.5 Common Method Bias ................................................................................... 134 
x 
6.6 Summary ........................................................................................................ 137 
Chapter 7: Data Analysis and Findings ............................................................... 138 
7.1 Introduction .................................................................................................... 138 
7.2 Respondents’ Demographic ........................................................................... 139 
7.2.1 Telecommunications Companies’ Employees ........................................ 139 
7.2.1.1 Gender .............................................................................................. 140 
7.2.1.2 Age ................................................................................................... 140 
7.2.1.3 Education ......................................................................................... 141 
7.2.1.4 Experience ........................................................................................ 142 
7.2.1.5 Department of Employment ............................................................. 142 
7.2.2 Telecom Subscribers ............................................................................... 143 
7.2.2.1 Subscriber Gender ........................................................................... 143 
7.2.2.2 Subscriber Age ................................................................................. 144 
7.2.2.3 6.Subscriber Education Level .......................................................... 145 
7.2.2.4 Telecom Subscriber Nationality ....................................................... 145 
7.2.2.5 Subscriber Distribution Among Telecommunication Companies .... 146 
7.3 Measurement Model ....................................................................................... 147 
7.3.1 Content Validity ...................................................................................... 148 
7.3.2 Specifying the Measurement Model ....................................................... 148 
7.3.3 Designing the Study ................................................................................ 148 
7.3.4 Assessment of Measurement Model ....................................................... 149 
7.3.4.1 Convergent Validity ......................................................................... 150 
7.3.4.2 Discriminant Validity ....................................................................... 153 
7.3.5 First-Order and Second-Order Factor Model .......................................... 153 
7.3.6 Measurement Model of HRM ................................................................. 154 
7.3.6.1 One-Factor Measurement Model of Job Design .............................. 154 
7.3.6.2 One-Factor Measurement Model of Recruitment and Selection ..... 156 
7.3.6.3 One-Factor Measurement Model of Training .................................. 159 
7.3.6.4 One-Factor Measurement Model of Performance Appraisal .......... 161 
7.3.6.5 One-Factor Measurement Model of Compensation ......................... 163 
7.3.6.6 Full First-Order Measurement Model for HRM System .................. 165 
7.3.6.7 Second-Order Measurement Model for HRM .................................. 170 
7.3.7 Measurement Model of AMO ................................................................. 171 
7.3.7.1 One-Factor Measurement Model of Ability ..................................... 172 
7.3.7.2 One-Factor Measurement Model of Motivation .............................. 174 
7.3.7.3 One-Factor Measurement Model of Opportunity to Participate ..... 176 
7.3.7.4 Full Measurement Model for AMO .................................................. 178 
7.3.8 Measurement Model of Strong Human Resource Management System 
(SHRMS) ................................................................................................ 182 
7.3.8.1 One-Factor Measurement Model of Distinctiveness........................ 182 
7.3.8.2 One-Factor Measurement Model of Consistency ............................ 184 
7.3.8.3 One-Factor Measurement Model of Consensus ............................... 186 
7.3.8.4 Full First-order Measurement Model for SHRMS ........................... 188 
7.3.8.5 Second-Order Measurement Model for SHRMS .............................. 192 
7.3.9 Measurement Model of Affective Commitment ..................................... 193 
7.3.9.1 Measurement Model of Organisational Citizenship Behaviour 
(OCB) .............................................................................................. 195 
7.3.10 Measurement Model of Service Quality (SQ) ...................................... 198 
7.3.10.1 One-Factor Measurement Model of Tangibles .............................. 198 
7.3.10.2 One-Factor Measurement Model of Reliability ............................. 201 
7.3.10.3 One-Factor Measurement Model of Responsiveness ..................... 203 
xi 
7.3.10.4 One-Factor Measurement Model of Assurance ............................. 204 
7.3.10.5 One-Factor Measurement Model of Empathy................................ 206 
7.3.10.6 Full Measurement Model for SQ.................................................... 208 
7.4 Path Analysis .................................................................................................. 212 
7.4.1 Structural Model and Hypotheses Testing .............................................. 213 
7.4.1.1 Testing Hypothesis 1 ........................................................................ 214 
7.4.1.2 Testing Hypothesis 2 ........................................................................ 216 
7.4.1.3 Testing Hypothesis 3 ........................................................................ 219 
7.4.1.4 Testing Hypothesis 5 ........................................................................ 219 
7.4.1.5 Testing Hypothesis 6 ........................................................................ 220 
7.4.1.6 Testing the Full Integrated Model Linking HRM system to SQ ....... 221 
7.4.1.7 Testing for Mediation and Moderation in the Full Integrated 
Model ............................................................................................... 223 
7.4.1.8 Ruling out Competing Theories ....................................................... 227 
7.5 Summary ........................................................................................................ 230 
Chapter 8: Discussion ............................................................................................ 233 
8.1 Introduction .................................................................................................... 233 
8.2 HRM Theoretical Debates .............................................................................. 233 
8.3 Exploring the Black Box of the HRM–Performance Relationship ................ 237 
8.3.1 Discussing the Relationship Between HRM and AMO .......................... 238 
8.3.2 The Moderation Effect of Strong Climate on the HRM System–AMO 
Relationship ............................................................................................ 240 
8.3.3 The Direct and Indirect Effect of the HRM System on Affective 
Commitment ........................................................................................... 247 
8.3.4 Discussing the Direct and Indirect Effect of Affective Commitment on 
SQ ........................................................................................................... 249 
8.3.5 Discussing the Full Integrated HRM–SQ Indirect Model ...................... 253 
8.4 Summary ........................................................................................................ 258 
Chapter 9: Contributions, Implications and Limitations ................................... 259 
9.1 Introduction .................................................................................................... 259 
9.2 Research Questions Revisited ........................................................................ 259 
9.2.1 How the HRM System Affects OP (Service Quality) ............................. 260 
9.2.2 What is the Effect of the HRM System on AMO? ................................. 262 
9.2.3 What is the Effect of a Strong Climate on the Relationship Between 
the HRM System and AMO? .................................................................. 262 
9.2.4 What is the Effect of AMO on Employees’ Attitudes (Affective 
Commitment)? ........................................................................................ 264 
9.2.5 What is the Effect of Affective Commitment on Organisational 
Citizenship Behaviour (OCB)? ............................................................... 264 
9.2.6 What is the Effect of OCB on OP (Service Quality)? ............................. 265 
9.2.7 The Full Integrated Indirect Model of the HRM System–SQ 
Relationship ............................................................................................ 266 
9.3 Contribution of the Study ............................................................................... 267 
9.3.1 A Theory of HRM ................................................................................... 267 
9.3.2 A Theory of Organisational Performance ............................................... 268 
9.3.3 A Theory of How HRM is Linked to OP ................................................ 268 
9.3.4 Contribution to Practice .......................................................................... 271 
9.4 Limitations and Future Implications .............................................................. 274 
9.5 Summary ........................................................................................................ 276 
xii 
References ............................................................................................................... 278 
Appendices .............................................................................................................. 311 
Appendix 5.1: The Initial Set of Items Generation Process ............................... 311 
Appendix 5.2: Research Questionnaire ................................................................ 317 
Appendix 5.3: RMIT University Official Letter ................................................. 346 
Appendix 5.4: Ethics Approval ............................................................................. 347 
Appendix 5.5: Telecom Companies Approval Letters ........................................ 348 
Appendix 6.1: Univariate Tests for Normality .................................................... 350 
Appendix 6.2: Normality after Transformation .................................................. 353 
Appendix 6.3: Linearity Scatter Plots .................................................................. 356 
 
  
xiii 
List of Figures 
Figure 1.1 Conceptual framework.............................................................................. 10 
Figure 3.1 Geographical location of Kuwait .............................................................. 57 
Figure 3.2 Market capitalisation weight..................................................................... 63 
Figure 3.3 Trends in fixed-line, mobile, and internet penetration rates (%) .............. 64 
Figure 3.4 MENA region telecom penetration rate .................................................... 64 
Figure 3.5 Kuwait telecommunications companies’ market share ............................ 65 
Figure 4.1 Conceptual framework.............................................................................. 74 
Figure 7.1 Employees’ gender distribution .............................................................. 140 
Figure 7.2 Employees age distribution .................................................................... 141 
Figure 7.3 Employees’ education level .................................................................... 141 
Figure 7.4 Employees’ experience level .................................................................. 142 
Figure 7.5 Department of employment .................................................................... 143 
Figure 7.6 Subscriber gender ................................................................................... 144 
Figure 7.7 Telecom subscribers’ age distribution .................................................... 144 
Figure 7.8 Subscriber education level ...................................................................... 145 
Figure 7.9 Telecom subscribers’ nationality ............................................................ 146 
Figure 7.10 Subscribers distribution among telecom companies............................. 146 
Figure 7.11 Four-stage process for developing a measurement model .................... 147 
Figure 7.12 Proposed CFA model for job design .................................................... 155 
Figure 7.13 Proposed CFA model for job design after deleting HRM4 and 5 ........ 156 
Figure 7.14 Proposed CFA model for recruitment and selection ............................ 157 
Figure 7.15 Proposed CFA model for recruitment and selection after deleting 
HRM7 and 10 .......................................................................................... 158 
Figure 7.16 Proposed CFA model for training ........................................................ 159 
Figure 7.17 Proposed CFA model for training after error covariance ..................... 160 
Figure 7.18 Proposed CFA model for performance appraisal ................................. 161 
Figure 7.19 Proposed CFA model for performance appraisal after error 
covariance ............................................................................................... 162 
Figure 7.20 Proposed CFA model for compensation ............................................... 163 
Figure 7.21 Proposed CFA model for compensation after error covariance ........... 164 
Figure 7.22 Full first-order measurement model for HRM...................................... 166 
Figure 7.23 Full first-order measurement model for HRM (three factors) .............. 169 
xiv 
Figure 7.24 Full second-order measurement model of HRM construct................... 170 
Figure 7.25 Proposed CFA model for ability ........................................................... 172 
Figure 7.26 Proposed CFA model for ability after deleting AMO4 and 5 .............. 173 
Figure 7.27 Proposed CFA model for motivation .................................................... 174 
Figure 7.28 Proposed CFA model for motivation after deleting AMO6 and 10 ..... 175 
Figure 7.29 Proposed CFA model for opportunity to participate ............................ 176 
Figure 7.30 Proposed CFA model for opportunity to participate after deleting 
AMO15 ................................................................................................... 178 
Figure 7.31 Full measurement model of AMO construct ........................................ 179 
Figure 7.32 Full measurement model of AMO construct after deleting AMO4 
and AMO6 ............................................................................................... 180 
Figure 7.33 Proposed CFA model for distinctiveness ............................................. 182 
Figure 7.34 Proposed CFA model for distinctiveness after deleting SHRMS6 ....... 183 
Figure 7.35 Proposed CFA model for consistency .................................................. 184 
Figure 7.36 Second proposed CFA model for consistency after deleting 
SHRMS11 ............................................................................................... 185 
Figure 7.37 Proposed CFA model for consensus ..................................................... 186 
Figure 7.38 Proposed CFA model for consensus after deleting SHRMS17 ............ 187 
Figure 7.39 Full first-order measurement model of SHRMS construct ................... 189 
Figure 7.40 Full first-order measurement model of SHRMS construct after 
deleting SHRM1, 7, and 18 ..................................................................... 190 
Figure 7.41 Full first-order measurement model of SHRMS construct after 
deleting SHRM16 ................................................................................... 191 
Figure 7.42 Full second-order measurement model of SHRMS construct .............. 192 
Figure 7.43 Proposed CFA model for affective commitment .................................. 194 
Figure 7.44 Proposed CFA model for affective commitment after allowing for 
error covariance ....................................................................................... 195 
Figure 7.45 Proposed CFA model for OCB single factor ........................................ 196 
Figure 7.46 Proposed CFA model for OCB single factor after deleting OCB7 and 
10 ............................................................................................................. 198 
Figure 7.47 One-factor measurement model of tangible ......................................... 199 
Figure 7.48 One-factor measurement model of tangible after deleting PSQ1 and 
allowing for error covariance .................................................................. 200 
Figure 7.49 One-factor measurement model of reliability ....................................... 201 
xv 
Figure 7.50 One-factor measurement model of reliability after deleting PSQ9 ...... 202 
Figure 7.51 One-factor measurement model of responsiveness .............................. 203 
Figure 7.52 One-factor measurement model of assurance ....................................... 204 
Figure 7.53 One-factor parallel measurement model of assurance .......................... 205 
Figure 7.54 One-factor measurement model of empathy......................................... 206 
Figure 7.55 One-factor measurement model of empathy after error term 
covariation ............................................................................................... 207 
Figure 7.56 Full measurement model of SQ ............................................................ 209 
Figure 7.57 Full measurement model of SQ after deleting PSQ5 and 10 ................ 210 
Figure 7.58 Two-stage process for developing a structural model .......................... 213 
Figure 7.59 Structural model and GOF indices of Hypothesis 1 ............................. 215 
Figure 7.60 Interaction effect of strong HRMS climate on HRM–AMO 
relationship .............................................................................................. 218 
Figure 7.61 Structural model and GOF indices of Hypothesis 2 ............................. 218 
Figure 7.62 Structural model and GOF indices of Hypothesis 3 ............................. 219 
Figure 7.63 Structural model and GOF indices of Hypothesis 5 ............................. 220 
Figure 7.64 Structural model and GOF indices of Hypothesis 6 ............................. 221 
Figure 7.65 Structural model and GOF indices of the full model HRM–SQ 
Hypothesis 8  ........................................................................................... 222 
Figure 7.66 Interaction effect of strong SHRM climate on HRM–AMO 
relationship .............................................................................................. 226 
Figure 7.67 HRM–SQ ‘direct relationship’ ............................................................. 227 
Figure 7.68 Mediation effect of strong HRMS climate in the HRM–SQ 
relationship .............................................................................................. 229 
Figure 8.1 Virtuous overlap HRM system with three abstract levels ...................... 236 
Figure 8.2 The relationship between HRM and AMO ............................................. 240 
Figure 8.3 The Moderation Effect of Strong Climate on HRM–AMO 
Relationship ............................................................................................ 241 
Figure 8.4 Mediating role of strong climate in the HRM–SQ relationship ............. 244 
Figure 8.5 Mediating role of AMO in the HRM–affective commitment 
relationship .............................................................................................. 247 
Figure 8.6 Mediating role of OCB in the affective commitment–SQ relationship .. 251 
Figure 8.7 The full integrated model of the HRM–SQ relationship ........................ 256 
  
xvi 
List of Tables 
Table 1.1 Kuwait population for the Years 1965–2011 ............................................. 12 
Table 3.1 Kuwait population for the years (1965–2011) ........................................... 57 
Table 3.2 Percentage distribution of Kuwait population by age group...................... 58 
Table 3.3 Population by religion and nationality groups, 2014 ................................. 59 
Table 3.4 Kuwait cultural aspects according to Hofstede (1984) .............................. 60 
Table 3.5 Kuwait telecommunications general information in the 3
rd
 Q 2013 .......... 66 
Table 5.1 Telecommunications companies’ operations around the world ................. 94 
Table 5.2 Manager and employee numbers in the telecommunication companies.... 95 
Table 5.3 Kuwait telecommunication general information in the 3
rd
 Q 2013 ........... 95 
Table 5.4 Studies that relied on convenience sampling techniques ........................... 99 
Table 5.5 Operational definition of the variables..................................................... 103 
Table 5.6 Pre-test results .......................................................................................... 114 
Table 5.7 Pilot study results’ ‘internal consistency’ ................................................ 116 
Table 5.8 Kuwait governorates and telecom companies’ branches ......................... 118 
Table 6.1 Missing data by variable .......................................................................... 124 
Table 6.2 Missing data by case ................................................................................ 125 
Table 6.3 Summary of missing data results ............................................................. 125 
Table 6.4 Outlier analysis results ............................................................................. 126 
Table 6.5 Standardised values and normality tests results ....................................... 129 
Table 6.6 Normality test after conducting transformation ....................................... 130 
Table 6.7 Kolmogorov-Smirnov and Shapiro-Wilk tests of normality ................... 130 
Table 6.8 Levene’s test for homoscedasticity .......................................................... 131 
Table 6.9 Welch and Brown-Forsythe’s test of homogeneity.................................. 132 
Table 6.10 Harman’s single-factor test .................................................................... 136 
Table 7.1 GOF indices ............................................................................................. 151 
Table 7.2 Fit indices used in the current study......................................................... 152 
Table 7.3 GOF statistics and factor loadings for the job design measurement 
model ....................................................................................................... 155 
Table 7.4 GOF statistics and factor loading for job design after deleting HRM4 
and 5 ........................................................................................................ 156 
Table 7.5 GOF statistics and factor loading for recruitment and selection .............. 158 
xvii 
Table 7.6 GOF statistics and factor loading for recruitment and selection after 
deleting HRM7 and 10 ............................................................................ 159 
Table 7.7 GOF statistics and factor loading for training .......................................... 160 
Table 7.8 GOF statistics and factor loading for training after error covariance ...... 161 
Table 7.9 GOF statistics and factor loading for performance appraisal .................. 162 
Table 7.10 GOF statistics and factor loading for performance appraisal after 
error covariance ....................................................................................... 163 
Table 7.11 GOF statistics and factor loading for compensation .............................. 164 
Table 7.12 GOF statistics and factor loading for compensation after error 
covariance ............................................................................................... 165 
Table 7.13 GOF statistics of the full first-order measurement model for HRM ...... 167 
Table 7.14 Discriminant validity of the HRM full first-order measurement model 168 
Table 7.15 GOF statistics and factor loading for three-factor measurement model 
of HRM ................................................................................................... 169 
Table 7.16 Discriminant validity of the three-factor HRM full first-order 
measurement model ................................................................................ 170 
Table 7.17 GOF and factor loadings of full second-order measurement model of 
HRM construct ........................................................................................ 171 
Table 7.18 GOF statistics and factor loading for proposed CFA model for ability . 173 
Table 7.19 GOF statistics and factor loading for ability CFA model after deleting 
AMO4 and 5 ............................................................................................ 174 
Table 7.20 GOF statistics and factor loading for proposed CFA model for 
motivation ............................................................................................... 175 
Table 7.21 GOF statistics and factor loading for motivation CFA model after 
deleting AMO6 and 10 ............................................................................ 176 
Table 7.22 GOF statistics and factor loading for proposed CFA model for 
opportunity to participate ........................................................................ 177 
Table 7.23 GOF statistics and factor loading for ability CFA model after deleting 
AMO15 ................................................................................................... 178 
Table 7.24 GOF statistics and factor loading for full measurement model of 
AMO construct ........................................................................................ 179 
Table 7.25 GOF statistics and factor loading for full measurement model of 
AMO construct after deleting AMO4 and AMO6 .................................. 181 
Table 7.26 Discriminant validity of the AMO full measurement model ................. 181 
xviii 
Table 7.27 GOF statistics and factor loading for proposed CFA model for 
distinctiveness ......................................................................................... 183 
Table 7.28 GOF statistics for proposed CFA model for distinctiveness.................. 184 
Table 7.29 GOF statistics and factor loading for proposed CFA model for 
consistency .............................................................................................. 185 
Table 7.30 GOF statistics for proposed CFA model for consistency after deleting 
SHRMS11 ............................................................................................... 186 
Table 7.31 GOF statistics and factor loading for proposed CFA model for 
consensus ................................................................................................ 187 
Table 7.32 GOF statistics for proposed CFA model for consensus after deleting 
SHRMS17 ............................................................................................... 188 
Table 7.33 GOF statistics and factor loading for full measurement model of 
AMO construct after deleting AMO4 and AMO6 .................................. 189 
Table 7.34 GOF statistics for proposed CFA model for SHRMS after deleting 
SHRMS1, 7, and 18 ................................................................................ 190 
Table 7.35 GOF statistics for proposed CFA model for SHRMS after deleting 
SHRMS16 ............................................................................................... 191 
Table 7.36 Discriminant validity of the SHRMS full first-order measurement 
model ....................................................................................................... 192 
Table 7.37 GOF statistics and factor loading for full second-order measurement 
model of SHRMS construct .................................................................... 193 
Table 7.38 GOF statistics and factor loading for proposed CFA model for 
affective commitment.............................................................................. 194 
Table 7.39 GOF statistics for proposed CFA model for SHRMS after allowing 
for error covariance ................................................................................. 195 
Table 7.40 GOF statistics and factor loading for proposed CFA model for OCB 
single factor ............................................................................................. 197 
Table 7.41 GOF statistics for proposed CFA model for OCB after deleting OCB7 
and 10 ...................................................................................................... 198 
Table 7.42 GOF statistics and factor loading for proposed CFA model for 
tangible .................................................................................................... 200 
Table 7.43 GOF statistics for the proposed CFA model for tangible after deleting 
PSQ1 and allowing for error covariance ................................................. 201 
xix 
Table 7.44 GOF statistics and factor loading for proposed CFA model for 
reliability ................................................................................................. 202 
Table 7.45 GOF statistics for proposed CFA model of reliability after deleting 
PSQ9 ....................................................................................................... 203 
Table 7.46 GOF statistics and factor loading for proposed CFA model for 
responsiveness ......................................................................................... 204 
Table 7.47 GOF statistics and factor loading for proposed CFA model for 
assurance ................................................................................................. 205 
Table 7.48 GOF statistics for proposed CFA model of empathy after error term 
covariation ............................................................................................... 206 
Table 7.49 GOF statistics and factor loading for proposed CFA model for 
empathy ................................................................................................... 207 
Table 7.50 GOF statistics for proposed CFA model of empathy after error term 
covariation ............................................................................................... 208 
Table 7.51 GOF statistics and factor loading of full measurement model of SQ .... 209 
Table 7.52 GOF statistics and factor loading of full measurement model of SQ 
after deleting PSQ1, 5, 10, 16, and 17 .................................................... 211 
Table 7.53 Discriminant Validity of the OCB Full Measurement Model................ 212 
Table 7.54 Interaction effect of strong climate on HRM–AMO relationship .......... 217 
Table 7.55 Structural path analysis and hypotheses test results............................... 223 
Table 7.56 Mediation and moderation analysis results ............................................ 225 
Table 7.57 Comparison between full integrated model against competing models 229 
Table 7.58 No. of deleted items ............................................................................... 230 
Table 7.59 Summary of measurement model validity and fit statistics ................... 231 
Table 7.60 Summary of hypotheses testing results .................................................. 232 
Table 8.1 Comparison between direct and indirect models of the HRM–SQ 
relationship .............................................................................................. 257 
 
  
xx 
List of Abbreviations 
AFCOM Affective commitment  
AMO Ability, motivation and opportunity to participate 
AVE Average variance extracted 
AGFI Adjusted goodness-of-fit index 
CMB Common method bias 
CFA Confirmatory factor analysis 
CFI Comparative fit index 
df Degrees of freedom 
EFA Exploratory factor analysis 
EM  Expectation maximisation 
GOF Goodness-of-fit indices 
GFI Goodness-of-fit index 
HR Human resources 
HRM  Human resource management 
HRMS Human resource management system 
HPWS High-performance work system 
KSA Knowledge, skills, ability 
MNCs Multinational corporations 
MENA Middle East and North Africa 
MAR Missing at random 
xxi 
MCAR Missing completely at random 
MI Modification index 
NFI Normed fit index 
OC Organisational commitment 
OCB Organisational citizenship behaviour 
OCL Organisational climate 
OP Organisational performance 
PNFI Parsimony normed fit index 
RMR Root mean square residual 
RMSEA Root mean square error of approximation 
SQ Service quality 
SRMR Standardised root mean square residual 
SEM Structural equation modelling 
SFL Standardised factor loading 
SHRMS Strong human resource management system 
STC Saudi Telecom Company 
TLI Tucker-Lewis index 
TQM Total quality management 
 
1 
Chapter 1: Introduction 
 
1.1 Chapter Overview 
The aim of this chapter is to provide the foundation of this thesis by presenting a 
general introduction. It includes 10 sections. Section 1.2 provides a general 
introduction. Section 1.3 outlines the research objectives. Sections 1.4 and 1.5 
discuss the research rationale and significance, respectively. Section 1.6 outlines the 
research questions, while Section 1.7 presents the theoretical framework. Section 1.8 
presents the methodology adopted in this study and Section 1.9 provides an overview 
of the research context. Section 1.10 outlines the overall thesis organisation and 
structure and, finally, Section 1.11 presents a summary of this chapter. 
 
1.2 Introduction 
In today’s business environment, organisations are usually faced with severe 
competition and increased levels of business uncertainty because of technological 
advances, free trade agreements, changes in regulations and legislation, and 
increased customer power. These challenges have pushed organisations to stay on 
constant alert about possible strategies that could help them to satisfy their 
customers, thereby increasing their market share. According to Santouridis and 
Trivellas (2010), service quality (SQ) is considered an important factor that 
significantly and positively affects customer satisfaction, which ultimately leads to 
increased market share. The question remains as to how organisations achieve high 
levels of SQ that other organisations find it difficult to imitate. Such a competitive 
advantage is considered an important factor for business organisations to stay in 
business and compete effectively. That is, SQ can be achieved by applying total 
quality management (TQM), launching new technologies, or buying new machines. 
These practices, unfortunately, can easily be imitated by other organisations. The 
only variable that was found to be difficult for other organisations to imitate is the 
human resource. 
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The concept of human resources (HR) was introduced as one of the most valuable 
resources that organisations possess to achieve the desired competitive advantage 
(Barney 1991). That is, the degree of imitability of tangible assets is much greater 
than of intangible assets, especially HR (Huselid 1995). In addition, the complexity 
and ambiguity of causal relationships in human attitudes and behaviour further 
increase the barrier for imitation by other organisations. Consequently, researchers 
and practitioners have shifted their focus towards studying all the possible means 
through which they can obtain the most benefit from HR. 
As a result of such astonishing efforts, a realisation was established that HR need to 
be managed with deliberate care and, since then, the HRM system has captured the 
attention of many scholars over the past three decades. Despite the substantial 
empirical evidence regarding the positive effects that the HRM system may have on 
performance, there is a big question regarding how and why the HRM system affects 
performance (Becker & Huselid 1999; Bowen & Ostroff 2004; Delaney & Huselid 
1996; Savaneviciene & Stankeviciute 2011; Wright & Gardner 2000). Many 
researchers have referred to this question as ‘the black box’, which represents the 
stage between HRM and performance. Such questions led Guest (1997) to call for a 
theory refinement regarding how HRM should be linked to OP (OP). As a response 
to Guest’s (1997) call, the HRM literature has revealed three main theoretical 
mechanisms linking the HRM system to OP, namely, the behavioural perspective, 
the human capital perspective and the individual-level performance perspective 
(Jiang et al. 2012b). 
The behavioural perspective mainly concerns how the HRM system affects OP 
through positive and constructive behaviours. Drawing on Kanfer’s (1992) 
conceptualisation of proximal and distal variables, the HRM system can affect OP 
only after it affects the most proximal variables. Employees’ attitudes and citizenship 
behaviour are considered one of the important proximal variables in the mediating 
stage of the HRM system–OP relationship (Dyer & Reeves 1995). Although 
employees’ ‘attitude is largely defined in terms of job satisfaction and organisational 
commitment, the focus of this study is on organisational commitment. This is 
because organisational commitment is considered more stable than job satisfaction in 
predicting employees’ behaviour (Paré & Tremblay 2007). 
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Conversely, the focus of both the human capital perspective and the individual-level 
performance is on employees’ competencies, such as knowledge, skills and abilities 
(KSAs), in addition to their motivation. A number of theoretical models have been 
proposed to address the human capital and individual performance perspective, 
among which the ability, motivation, opportunity to participate (AMO) model has 
received the greatest attention (Boselie, Dietz & Boon 2005). AMO was proposed to 
serve as a mediating mechanism through which the HRM system affects OP. Despite 
its popularity, few empirical efforts have investigated the mediating effect of AMO 
in the HRM–OP relationship. 
Although the three perspectives (behavioural, human capital and individual-level 
performance) are essential for achieving a positive OP, researchers have focused on 
only one perspective when exploring how HRM affects OP. As Jiang et al. (2012b) 
contend, integrating and studying the aforementioned perspectives simultaneously is 
needed to understand better the nature of the HRM–OP relationship. 
Another theoretical consideration that was found in the HRM literature is the well-
established proposition that HRM system implementation is as important as the 
content of the HRM system (Boselie, Dietz & Boon 2005; Bowen & Ostroff 2004). 
Employees may perceive the HRM system differently (weak climate) owing to poor 
implementation of the HRM system. This, in turn, may result in attitudes and 
behaviours that are a long way from what an HRM system intends to achieve (Nishii 
& Wright 2007; Ramsey, Scholarios & Harley 2000). Accordingly, applying an 
HRM system does not necessarily mean that the organisation will achieve the desired 
performance unless it is perceived as a system of interrelated activities (Becker et al. 
1997). The effective implementation of an HRM system is likely to produce a strong 
climate in which employees develop a shared interpretation of the HRM system and 
develop shared perceptions about what behaviours are expected and rewarded. 
According to Bowen and Ostroff (2004), a strong climate that is characterised by 
shared perceptions among employees is an important component to operationalise 
the AMO effectively. To have such a strong climate, an HRM system needs to be 
distinctive in its presence and consistent in its messages, while delivering a well-
developed consensus between HR managers and other managers with respect to 
HRM system objectives and practices. These attributes form what Bowen and 
Ostroff (2004) called a ‘strong HR system’. 
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Despite the indispensable role that HRM system implementation (or the process of 
the HRM system) has in furthering our understanding of how the HRM system 
affects OP, the majority of HRM literature is heavily focused on defining the content 
of the HRM system (Brewster, Gollan & Wright 2013; Delmotte, De Winne & Sels 
2012). This one-sided focus led Bowen and Ostroff (2004) to trigger researchers’ 
attention to the importance of studying the process approach of HRM alongside the 
content approach. 
Accordingly, this study extends the empirical research on the HRM system–OP 
relationship by joining the behavioural perspective (organisational commitment and 
organisational citizenship behaviour), the human capital and the individual-level 
performance perspective (AMO) into one single model. The current study also 
contributes to the HRM literature by introducing a comprehensive model that 
integrates both the content and process approach of the HRM system into one model 
to address the question of how the HRM system affects SQ in the 
telecommunications sector in Kuwait. To do so, a quantitative methodology was used 
where cross-sectional data were gathered through a questionnaire developed and 
distributed to two groups of respondents, namely, employees and subscribers. 
 
1.3 Research Objectives 
The current study had three aims: 
1. To develop and test a comprehensive model that captures the mediating 
variables (AMO, employees’ attitudes, employees’ behaviours) in the 
relationship between the HRM system and OP (SQ). 
2. To test whether a strong HRM system can create a strong climate, which is 
supposed to have a positive moderation effect on the relationship between the 
HRM system and AMO 
3. To empirically test whether the full comprehensive model affects the SQ 
delivered by the telecommunications companies in Kuwait. 
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1.4 Research Rationale 
The rationale for this thesis was derived from theoretical and practical gaps existing 
in the HRM system–OP relationship literature. 
Theoretically, according to the HRM literature, the direct relationship between HRM 
system and OP has been challenged for its ignorance of many related variables. 
Instead, an indirect relationship incorporating mediating and moderating variables is 
highly recommended to obtain a more realistic picture of such a relationship (Katou 
2012). The HRM literature indicates that among the many models proposed to play 
the role of a mediator in the HRM system–OP relationship, AMO has been 
theoretically addressed by many researchers, resulting in a strong and solid 
theoretical ground (Boselie, Deitz & Boon 2005). This was clearly articulated by the 
recently published study of Boxall, Guthrie and Paauwe (2016, p. 103). The authors 
contended that: 
The mediating links from HRM to organizational performance have been a major 
focus for some time. A basic, but helpful, structure for organising this body of 
research has emerged through the AMO framework: the idea that all models of 
HRM depend for their effects on influencing the abilities (A), motivation (M), and 
opportunities (O) of people to perform. 
Given the importance of the AMO model in conceptualising the mechanism through 
which the HRM system affects OP, few empirical studies have tested the mediating 
role of this model. Moreover, the majority of the studies have put greater emphasis 
on the ability (A) and motivation (M) variables of the model, and shown less interest 
in employees’ opportunity to participate (O) (Boxall et al. 2016). 
Further, the literature indicates that there are two main approaches when studying 
HRM: the content approach and the process approach (Li 2010). The content 
approach addresses the practices that constitute the HRM system, whereas the 
process approach addresses how HRM practices communicate messages to 
employees. In other words, the process approach represents how employees perceive 
the HRM system and whether the system can create shared perceptions (strong 
climate) among employees (Bowen & Ostroff 2004). The majority of studies have 
used the content approach at the expense of the process approach. However, studying 
the content approach alone is not enough and the process approach should be 
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investigated alongside the content of the HRM system. This is because employees’ 
perceptions of the HRM system affect the system’s ability to shape employees’ 
outcomes, which are represented by AMO (Bowen & Ostroff 2004). 
The process approach to HRM has been addressed through conceptualising the HRM 
system as a strong system that creates a strong climate among employees. Although a 
strong climate has been conceptualised as a mediator in the HRM system–OP 
relationship (Bowen & Ostroff 2004), the climate literature has revealed that a strong 
climate is better conceptualised as a moderator than as a mediator (González-romá et 
al. 2009; Sanders, Dorenbosch & de Reuver 2008). Unfortunately, no studies were 
found that investigate the moderating effect of the HRM process (represented by a 
strong climate) on the relationship between the HRM system and AMO. 
Additionally, no studies were found that integrate the content and process approach 
into one single study, as recommended by Bowen and Ostroff (2004). 
Practically, the telecommunications sector in Kuwait has witnessed dramatic changes 
since the third telecom company (VIVA) was established in 2008. Such changes are 
represented by the intense competition imposed by VIVA to win as much market 
share as possible. It has been reported that both Zain and Ooredo began losing their 
market share to VIVA (Capital Standards, Industrial Research, 2013). Additionally, 
telecom subscribers now have more power and knowledge, and they demand a high 
SQ at a reasonable price. The increase in subscribers’ power is mainly due to the new 
government regulation that allows subscribers freely to shift the service to another 
telecom provider while retaining their own number. Thus, telecommunications 
companies urgently need to maintain their subscribers, let alone losing them. 
According to the literature review, SQ is considered an important factor that largely 
affects subscribers’ satisfaction, which in turn affects their mobility, thereby 
increasing the market share (Santouridis & Trivellas 2010). Moreover, the literature 
review reveals that to achieve a high SQ, employees should have the required skills 
and abilities, be motivated to do their jobs and have the chance to participate in the 
work. The HRM system is seen to be the tool through which companies can build 
such a powerful workforce (Thakurta & Suresh 2012). Despite the importance of the 
HRM system to leverage telecom companies’ SQ, no previous work was found that 
studies how the HRM system affects SQ in this important sector. 
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1.5 Research Significance 
Although many researchers have studied the relationship between the HRM system 
and performance in an effort to solve the so-called black box dilemma, there is no 
clear answer regarding the mechanisms by which this relationship occurs (Buller & 
McEvoy 2012). The literature indicates a promising trend towards addressing the 
missing puzzle piece that could clarify the mediation mechanism, and that roughly, 
all HRM systems share the same logic regarding how such systems affect 
employees’ performance (Jiang et al. 2012; Snape & Redman 2010). Such systems, 
according to Jiang and colleagues (2012, p.75a), ‘operate through influencing 
employees’ abilities to perform, motivation to perform, and opportunities to 
perform’. These three variables (AMO) are based on the individual-level theory of 
job performance (Liao et al. 2009). Unfortunately, the literature has focused on only 
one part of AMO (Jiang et al. 2013). According to the classic work of performance 
theories, the three dimensions of AMO must all be possessed by the employee or a 
drop in performance will occur (Blumberg & Pringle 1982). Based on that, this study 
is significant since it is among the first to study all the AMO dimensions as 
mediators in the HRM system–OP relationship. 
Moreover, it has been argued that to obtain the full picture of the HRM system–OP 
relationship it is important to consider employees’ perceptions of the HRM system 
alongside its presence (Bowen & Ostroff 2004; Nishii & Wright 2007). This refers to 
integrating the content and the process approach when studying the HRM system. 
The integration of both approaches (content and process) into one study enhances our 
understanding of the mechanism through which the HRM system is linked to OP 
(Bowen & Ostroff 2004). Accordingly, this study attempts to provide a theoretical 
framework that integrates both approaches. 
It has been argued that to obtain positive employee perceptions, a strong climate 
(shared perception) should be in place and that a strong climate is an outcome of a 
strong HRM system (Bowen & Ostroff 2004). Although Bowen and Ostroff (2004) 
proposed that a strong climate is a mediating variable in the HRM system–OP 
relationship, the climate literature has provided a strong theoretical and empirical 
justification for considering a strong climate as a moderator rather than mediator 
(Dickson et al. 2006; González-romá et al. 2009). Despite the importance of a strong 
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climate (shared perceptions) in increasing HRM system effectiveness, and that the 
HRM system is supposed to influence OP through increasing employees’ AMO, no 
empirical studies were found that link the HRM system with OP taking into account 
strong climate as a moderator between the HRM system and AMO (Boselie, Dietz & 
Boon 2005; Li, Sanders & Frenkel 2012; Nishii & Wright 2007; Schulte et al. 2009). 
Finally, the majority of the literature has studied the effect of HRM systems on either 
employees’ attitudes or employees’ behaviours. However, there is a noticeable dearth 
of studies that explicitly examine the full mediating linkages proposed by many 
researchers (Savaneviciene & Stankeviciute 2010). In other words, few studies have 
explicitly examined employees’ attitudes and employees’ behaviours in the same 
study (Kehoe & Wright 2013). Therefore, this research is significant because it 
addresses the aforementioned theoretical gaps by empirically testing the moderating 
effect of a strong climate on the HRM system–AMO relationship, as well as 
including both employees’ attitudes and behaviours to represent the full mediating 
linkages in the HRM system–OP relationship. 
Contextually, a great body of research has investigated the HRM system–OP 
relationship, especially in Western countries (Katou & Budhwar 2010). However, 
such studies are still limited in the Middle Eastern region, especially in Kuwait. In 
addition, this study investigated the telecommunications sector, which is considered 
one of the most vital sectors in Kuwait. The telecommunications sector in Kuwait 
comprises three giant companies, namely, Zain, Ooredo and VIVA, operating in 
different countries in the Middle East and North African region (MENA). For 
example, Zain operates in Kuwait, Jordan, Iraq, Sudan, Saudi Arabia, Bahrain and 
Lebanon. Further, this sector is facing severe competition from international telecom 
companies. For instance, in 2008, Saudi Telecom Company (STC) established a new 
telecom company (VIVA) in Kuwait (Almutawa 2011). Thus, it is important for the 
telecommunications companies to invest in their HR in a way that makes them more 
competitive. Despite the importance of the telecommunications sector in Kuwait, no 
studies (based on the researcher’s knowledge) have investigated the HRM system in 
telecommunications companies. Therefore, this study closes the gap by focusing on 
this important sector. 
Finally, this study is significant in that it informs the telecommunications companies 
in Kuwait about the important role that their HR can play in achieving SQ. That is, 
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companies can imitate each other by doing the same thing, such as launching new 
technology, buying new machines or even applying managerial philosophies such as 
the ‘just in time inventory system’. However, imitating another company’s HR is not 
an easy task (Huselid 1995). Therefore, it is important to study the mechanisms by 
which HR are capitalised and operationalised. 
 
1.6 Research Questions 
The value of the HRM system to achieve improved OP represented by high SQ has 
been reported by previous studies, for instance by Chand (2010), and Thakurta and 
Suresh (2012). However, the exact mechanism through which the HRM system 
affects SQ is still unclear, and different arguments have been raised by researchers. 
These arguments have largely been perceived as parts of the black box of HRM 
system–OP relationship. They include the mediating and moderating variables that 
link the HRM system to OP. 
Therefore, this study attempts to contribute to the research in the HRM system–OP 
relationship by answering the main research question: 
 How does the HRM system affect an OP outcome, namely, service quality? 
In order to answer this question, the following sub-questions need to be answered: 
1. What is the effect of the HRM system on AMO? 
2. What is the effect of AMO on employees’ attitudes (organizational 
commitment)? 
3. What is the effect of organizational commitment on organizational citizenship 
behaviour (OCB)? 
4. What is the effect of OCB on OP (service quality)? 
5. What is the effect of a strong climate on the relationship between the HRM 
system and AMO? 
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1.7 Theoretical Framework 
Based on the discussion provided in the previous sections, the theoretical model 
presented in Figure 1.1 is proposed to unlock the black box. 
 
Figure 1.1 Conceptual framework 
 
 
1.8 Research Methodology 
The aim of this study was to investigate the effect of the HRM system on OP 
represented by (SQ) taking into account the mediating and the moderating effects. 
This study has followed the quantitative deductive approach as a method through 
which the data were gathered and analysed. Quantitative methodology was 
considered appropriate for this study for three reasons. First, the study context 
involved 2330 employees and 5.69 million subscribers; according to Sogunro (2002), 
a large population makes it difficult to conduct a qualitative study. Second, the 
researcher intended to study the effect of already established theories and previously 
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tested models to investigate the effect of the HRM system on SQ. According to 
Sogunro (2002) and Levine (2006), quantitative studies are more appropriate for 
determining the relationships between variables than are qualitative studies, which 
rather focus on developing and generating new theory. Finally, the majority of the 
previous literature on the relationship between HRM system and performance used 
the quantitative rather than qualitative approach (Boselie et al. 2005). 
In addition, the current study is considered a causal study. That is, it intended to test 
the effect of the HRM system on OP. Thus, a longitudinal approach in which data are 
gathered in different time horizons was first deemed the best way to detect the causal 
effect. However, because of time constraints as well as the nature of the study 
population, a longitudinal approach was seen as an inappropriate design. Instead, a 
cross-sectional design was used to gather information and data from the population. 
Cause-and-effect relationships cannot be determined precisely through cross-
sectional data; therefore, to overcome such a limitation, path analysis via structural 
equation modelling was used to evaluate whether the correlations between the 
variables reflected the causal hypotheses specified in the research model, as depicted 
in Figure 1.1 (Lieras 2004). According to Lieras (2004), path analysis techniques can 
help the researcher to determine ‘complex’ relationships and specify the ‘most 
significant’ cause-and-effect relationships. 
 
1.9 Research Context 
1.9.1 Demography 
The state of Kuwait is a small, high-income country located at the heart of the 
Middle East region. It is located to the north-west of the Arabian Gulf. Kuwait has 
borders to the north with the Republic of Iraq, to the south and south-west with Saudi 
Arabia, and to the west with the Arabian Gulf. Although the state of Kuwait is a 
small country, it has a strategic geographic importance because of its location, which 
gives the country a long-standing commercial significance. That is, Kuwait is the 
natural gateway to the north-east of the Arabian Peninsula. According to the Central 
Statistical Bureau of Kuwait (2014), the total area of Kuwait is 17,818 square 
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kilometres and the total population is 3,065,850. Table 1.1 demonstrates the whole 
population in Kuwait, including Kuwaitis and non-Kuwaitis. 
 
Table 1.1 Kuwait population for the Years 1965–2011 
Year Kuwaiti Non-Kuwaiti Total % of Kuwaitis 
1965 168,793 298,546 467,339 36.1 
1975 307,755 687,082 994,837 30.9 
1985 470,473 1,226,828 1,697,301 27.7 
1995 653,616 921,954 1,575,570 41.5 
2005 860,324 1,333,327 2,193,651 39.2 
2011 1,089,969 1,975,881 3,065,850 35.6 
Central Statistical Bureau of Kuwait (2014) 
 
The growth rate of the Kuwait population was 5.29% in the period 2005–2010. It is 
expected to decrease by about 1.15% by 2045. With regard to the male/female make-
up, Kuwait’s population is dominated by males. The total male/female ratio is 
(1.43:1). Regarding the age of the population, 24.6% is below the age of 15. The 
population age range of between 15 and 59 accounts for about 70.9%, and 3.8% are 
over the age of 60. The percentage of youth (15–24) in the total population is 16.2% 
and is expected to decline to about 12.4% by 2050. In relation to habitat, 98.2% of 
the population lives in urban areas and about 1.8% of the population dwells in rural 
areas (World Population Prospects Report 2015). 
 
1.9.2 Economic Background 
Kuwait’s economy is classified as a high-income economy according to the World 
Bank list of economies (2015). The Kuwait economy is mainly dependent on the oil 
industry, since the petroleum and gas sector represents the main source of national 
revenue of the country. The export revenues of oil account for nearly 60% of the 
gross domestic product (GDP) and 94% of export revenues, which are estimated to 
be about $92 billion U.S. dollar in 2013. According to the United States (US) Energy 
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Information Administration Report (2014), Kuwait is considered the fourth largest 
exporter of oil in the world after Saudi Arabia, Russia and the Emirates. Moreover, it 
has an estimated 102 billion barrels of oil reserves, which is equal to roughly 6% of 
the world’s total oil reserves (US Energy Information Administration report 2014). 
Aside from the oil sector, however, Kuwait’s economy has many sectors that 
significantly contribute to the GDP. The industrial sector, according to the World 
Factbook (2014), makes up to 50.6% of the GDP, whereas the service sector makes 
up to 49.1%. 
The rapid growth of the Kuwait economy and technology has contributed 
significantly to the emergence of many different job opportunities. In turn, this has 
reflected on the decreased percentage of unemployment, which is estimated to be 
2.1% of the population (World Economic Outlook, 2014). 
 
1.10 Thesis Organisation 
This thesis is organised into six chapters as follows: 
Chapter 1 (Introduction): This chapter provides a general background of the thesis 
by introducing the research topic, the rationale and the significance of the study. It 
outlines the research questions and objectives. In addition, the overall structure of the 
thesis is presented. 
Chapter 2 (Literature Review): This chapter presents a comprehensive and critical 
review of the literature related to the HRM system–OP relationship. It starts with an 
overview of the general meaning of HRM and the strategic importance of HR to 
achieve SQ. Then, a critical review presents the important debates existing in the 
literature regarding HRM as a field of study. After establishing a thorough 
understanding of HRM, a deliberate attempt to link HRM system to OP (SQ) is 
addressed. During this section, a discussion regarding the mediating and moderating 
variables (AMO, employees’ affective commitment, OCB and a strong HRM 
system) is put forward. Finally, SQ and its importance to service companies are 
discussed. 
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Chapter 3 (Research Context): This chapter discusses the major aspects of the 
research context in terms of the political, legal, social and cultural environment 
within Kuwait. In addition, the chapter outlines the general characteristics of the 
telecommunications sector in Kuwait. Finally, an introduction to HRM in Kuwait is 
given, including the challenges and opportunities that HRM faces in such a context. 
Chapter 4 (Conceptual Framework): This chapter discusses the proposed model of 
the current study. It starts with an overview of the model in terms of the theories used 
to build up the model. In addition, in this chapter, the relationships between the 
variables are established and discussed in light of the previous literature. Finally, the 
hypotheses derived from the research conceptual model are outlined and discussed. 
Chapter 5 (Methodology): The aim of this chapter is to present the methodological 
issues that this research intends to address to achieve the stated objectives. It starts 
with defining and justifying the adoption of the methodology used in this study, 
which is the quantitative methodology. Next, an overview is given of the research 
context (the telecommunication sector), the population and the sampling design. 
Then, the research instrument, development and validation using the pre-test and 
pilot study are precisely addressed. Finally, the chapter closes by presenting the 
justifications and relevance of the statistical techniques that are used in this study, 
which include both descriptive and inferential statistics. 
Chapter 6 (Data Examination and Preparation): This chapter provides 
information regarding the different methods used to ensure that the data used by this 
study are clean and appropriate for data analysis. It includes missing data, outliers 
and statistical assumptions. In addition, information regarding the respondents’ 
demographics for both employees and subscribers is provided. 
Chapter 7 (Data Analysis): This chapter is designed to present the final results of 
the study. It discusses whether the research hypotheses were accepted or rejected. 
The results of the structural equation modelling of the whole model are presented in 
this chapter. In addition, all the relevant statistics including descriptive and 
inferential are discussed. 
Chapter 8 (Discussion): This chapter provides a summary of the main study 
findings. It provides a detailed discussion of the different hypotheses included in the 
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conceptual model. In addition, the chapter discusses the findings in light of previous 
studies. Further, it highlights the main contributions of this research and directs 
future research towards addressing the limitations encountered in this study. 
Chapter 9 (Contribution, Implications and Limitations): This chapter provides 
the last summary remarks of the thesis. It presents the main contributions of this 
research and directs future research towards addressing the limitations encountered 
in this study. 
 
1.11 Summary 
This chapter has clearly demonstrated the importance of the HRM system for 
achieving superior OP that other organisations find difficult to duplicate. Despite the 
tremendous effort that researchers have put forward to investigate the relationship 
between the HRM system and OP, still a number of theoretical and practical gaps 
exist and need to be further addressed. These theoretical gaps can be summarised 
into one general question: ‘How does the HRM system affect organisational 
performance?’ This question has been referred to by many researchers as the ‘black 
box’, and the current study was mainly designed to address this question. 
A comprehensive framework has been proposed to address how the HRM system 
affects OP represented by SQ. The framework was built on the behavioural 
perspective, human capital perspective, and an integration of both the content and 
process approach. The significance of the current study lies in the integration of 
different perspectives and approaches into one single model, which further enhances 
our understanding of the mechanism by which the HRM system affects OP. To test 
the proposed theoretical model, a quantitative methodology was used through a 
questionnaire distributed to the telecommunications companies’ employees in 
Kuwait. 
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Chapter 2: Literature Review 
 
2.1 Introduction 
The relationship between the HRM system and OP has been of interest to many 
researchers over the past three decades. Because of the significant contributions that 
HR make to achieving a competitive advantage, researchers and practitioners have 
directed their efforts towards investigating the possible effects that HRM may have 
on OP. As a result, a huge body of research was documented in respected journals 
that study the HRM–OP relationship. These studies proved that HRM affects 
financial outcomes (Adnan et al. 2011; Huselid 1995), productivity (Bloom & 
Reenen 2010), job satisfaction (Ileana Petrescu & Simmons 2008), turnover (Gardner 
et al. 2001; Tooksoon 2011), organisational commitment (Shahnawaz & Juyal 2006; 
Wright, Gardner & Moynihan 2003), and OP dimensions including costs, quality, 
flexibility and time (Jayaram, Droge & Vickery 1999). 
Although previous literature has revealed promising relationships between HRM and 
OP, there remain some theoretical and methodological questions yet to be answered. 
These questions, which are referred to as the ‘black box’, are about how the HRM 
system affects OP. Answering this question has been a major concern of HRM 
researchers over the past three decades. The aim has been to develop an agreed-upon 
theoretical model that demonstrates how HRM affects performance. However, as 
Guest (1997) argued, to answer this question, a theory about HRM, a theory about 
OP and a theory about how to link the HRM system to OP are needed. 
This chapter is organised into eight sections. Sections 2.2 to 2.5 were designed to 
address the three theories suggested by Guest (1997). Section 2.6 provides a detailed 
discussion of the literature regarding the theoretical rationale of the AMO. Sections 
2.7 and 2.8 present an overview of organisational commitment and OCB. Finally, 
Section 2.9 discusses SQ. 
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2.2 Human Resource Management (HRM) 
The world is currently witnessing dramatic changes in many aspects of our lives, 
ranging from economic changes to political changes to technological and 
communication changes. These changes influence the way organisations conduct 
their business and how they strive to achieve competitive advantage. Therefore, 
organisations continuously search for new methods of conducting business, such as 
applying TQM, launching new technology or buying new machines. Unfortunately, 
all these actions can easily be imitated by other organisations. However, in 
understanding this, organisations have also come to realise that the most difficult 
factor for other organisations to imitate is to have extraordinary, well-trained, 
motivated and qualified HR (Ferguson & Reio 2010). 
HR have emerged as an essential factor for finding and acquiring a sustained 
competitive advantage (Barney & Wright 1997; Khan 2010; Pfeffer 1994). That is, 
organisations can easily imitate each other in terms of tangible assets such as 
machines, equipment, facilities and technology, but they cannot do so with humans. 
Huselid (1995) contends that HR are not subject to the same degree of imitability as 
equipment or facilities, and investment in a firm’s HR can further decrease the 
probability of such imitation. As a result, researchers have directed their efforts 
towards HRM as a strategic weapon through which organisations can achieve a 
competitive advantage (Dessler 2008). 
HR, if disregarded, will not achieve the desired superior performance; consequently, 
organisations should invest in managing this valuable asset. In other words, it is 
HRM that makes the difference. According to the resource-based view of 
competitive advantage (Barney 1991), HRM practices contribute to a firm’s 
performance by developing human capital, providing employees with tacit 
knowledge and producing complex social relationships within the organisation, all of 
which are difficult to imitate. Therefore, HRM has become pivotal to all 
organisations, regardless of their type or size (Abzari et al. 2011). 
HRM can be defined as a ‘set of managerial activities and tasks concerned with 
developing and maintaining a qualified work force in ways that contribute to 
organisational effectiveness’ (Denisi & Griffin 2005, p.6). Based on this definition, 
HR if managed properly will have positive effects on performance. Because of the 
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importance of HRM for organisations, researchers have directed their efforts towards 
investigating the nature and practices constituting the core concept of HRM, with an 
effort to link these practices to OP. Despite the promising positive relationship 
between HRM and OP, there remain some theoretical questions that are yet to be 
answered. Two of the theoretical challenges or debates in the field of HRM will be 
discussed in the following sections. 
 
2.2.1 Individual HRM Practices Versus the System of HRM 
Researchers have studied HRM from two different perspectives. The first perspective 
focuses on studying individual HRM practices with an attempt to link these to OP. 
The second perspective, however, concentrates on studying the systems of HRM. 
In the early stage of HRM studies, researchers focused their attention on studying the 
effect of individual HRM practices on OP (Katou 2012). For example, Terpstra and 
Rozell’s (1993) study explored the relationship between staffing and OP. Other 
studies examined the relationship between training (Bartel 1991), compensation 
(Gerhart & Milkovich 1990) and OP measures. 
Despite the positive relationship found between individual HRM practices and 
performance, researchers shifted their focus towards studying HRM from a system 
perspective (Katou 2012). The underlying logic of the system perspective of HRM is 
that individual HRM practice does not operate in isolation; instead, it functions 
alongside other HRM practices. In addition, employees within the same organisation 
are exposed to many HRM practices simultaneously (Jiang et al. 2012). Moreover, 
HRM scholars have argued that the effect of a system of HRM is more than ‘the sum 
of the effects of individual practices due to its mutually reinforcing support’ (Ahmad 
& Schroeder 2003, p. 22). The HRM system has been defined as a ‘bundle or cluster 
of HR practices that have evolved for a major workforce group’ (Boxall, Ang & 
Bartram 2011, p. 1505). 
One of the important characteristics of the HRM system is synergy. The synergistic 
relationships between HRM practices can be a source of competitive advantage 
because of their complexity (Barney & Wright 1997). Although synergy can be a 
source of competitive advantage, it can also be a source of competitive disadvantage 
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and harm the organisation instead of benefiting it. The synergy that exists in the 
HRM system can be positive (e.g., each practice supports and enhances other 
practices) or negative (e.g., each practice contradicts other practices). An example of 
a negative synergy, also known as a ‘deadly combination’ (Jiang et al. 2012a), is an 
HRM system that encourages employees to participate in a training programme 
designed to enhance teamwork but, at the same time, reward employees on the basis 
of individual performance. Therefore, it is important to design the HRM system 
carefully to avoid any deadly combinations. 
Chadwick (2010) proposed three conceptualisations of HRM system synergy: 
1. Virtuous overlap: This approach assumes that HRM practices are mutually 
reinforcing, and that the degree of such mutual interactions determine HRM 
system effectiveness. In other words, a system of a mutually reinforcing 
bundle of HRM practices is more effective than the sum of individual practice 
effects. 
2. Independent effect: This approach assumes that HRM practices are 
independent from each other. Synergy in this approach is not targeted at 
enhancing the effectiveness of the system. Instead, synergy is mainly aimed 
at ensuring that deadly combinations do not exist in the system. The aim is 
not at 2 + 2 = 5, but 2 + 2 is not less than four (Chadwick 2010). 
3. Efficient complementarities: The main objective of this approach is to 
integrate the above-mentioned approaches into one single system. 
Among the three conceptualisations of HRM synergy, the virtuous overlap is 
considered the concept that could help an organisation to achieve a sustained 
competitive advantage. That is, the virtuous overlap is largely based on the mutual 
dependence and interaction of different HRM practices, which satisfies the causal 
ambiguity in the relationship between different HRM practices and, hence, makes the 
practices difficult for other organisations to imitate (Barney 1991). Further, the main 
justification of the systematic perspective of the HRM system is that the benefit of a 
system of HRM practices is more than the summation of different HRM practices, 
which is a characteristic closely related to the virtuous overlap system. Therefore, the 
virtuous overlap is more in line with the systematic perspective of the HRM system. 
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2.2.2 Best Practice Versus Best Fit 
The HRM literature has revealed an existing debate regarding the optimum approach 
to conceptualising HRM. As a result, two main approaches have been introduced: 
namely, the best practice and the best fit (Savaneviciene & Stankeviciute 2011). The 
best-fit approach has been the focus of strategic HRM research for many years and it 
is based on contingency theory (Wright & Gardner 2000). The underlying 
assumption of the best-fit approach is the need for external and internal fit. In other 
words, HRM practices should be consistent with the organisational strategic 
orientation (Úbeda-García et al. 2013). That is, in order to have positive OP, the 
HRM system should be designed in a way that contributes to achieving 
organisational objectives and strategies. Moreover, organisations operate in different 
contexts characterised by different sociocultural, political–legal and economical–
technological factors. Undoubtedly, these factors affect how organisations implement 
their business. Thus, to propose a single best practice that fits all organisations is not 
appropriate, and that fit between HRM and organisational environment should take 
place. Hence, organisations should design their practices in accordance with their 
external and internal environment (Jiang et al. 2013). Finally, it has been argued in 
the literature that HRM is a source of sustained competitive advantage (Barney 
1991). Embracing the notion of best-practice HRM alone, however, will not help 
achieve a sustained competitive advantage. This is because other organisations can 
adopt this best-practice HRM (Bartel 2004). Thus, to achieve a sustained competitive 
advantage, organisations should adopt the best-fit approach to HRM. 
Although the best-fit approach has received much attention in the literature, it has 
received little empirical support compared with the best-practice approach (Wright & 
Gardner 2000; Wright & Sherman 1999). The dearth of studies supporting best-fit 
HRM led Pfeffer (1995, 1998) to propose that specific HRM practices are 
consistently linked to a desired OP, regardless of their fit with the external or internal 
environment. 
The best-practice approach is derived from the ‘universalist approach’ (Ferguson & 
Reio 2010). It suggests that single best HRM practices can be adopted in all 
organisations, and that organisations adopting this best-practice HRM are more 
effective than those organisations that do not adopt these practices (Neal, West & 
Patterson 2005). The best-practice HRM approach has received empirical support in 
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the HRM field, which gives it an advantage over the best-fit approach (Bhattacharya 
& Wright 2005; Úbeda-García et al. 2013). The empirical support for this approach, 
however, does not protect the best-practice approach from criticism, since it has been 
questioned by many researchers. One of the criticisms is that different HRM 
practices have the same effects on the same OP. 
Because of this debate (best fit versus best practice), researchers have not agreed on a 
single unified definition of HRM and there is considerable variation regarding what 
practices constitute HRM (Savaneviciene & Stankeviciute 2011; Wright & Gardner, 
2000). Such variations are due to the differences in the context of each study, 
strategies implemented in the organisation, government regulations and other factors 
that could contribute to these variations (Ahmad & Schroeder 2003). This problem is 
one of the theoretical challenges that Wright and Gardner (2003) mentioned, and it 
requires further attention. The problem with the best-practice approach lies in the fact 
that different sets of HRM practices have significant effects on similar OP. This 
‘equifinality’ in the study of the HRM–performance relationship led Becker and 
Gerhart (1996) and Youndt et al. (1996) to think about the possibility of studying the 
abstract level of HRM, rather than studying the micro-level or a specific set of HRM 
practices. 
Following Becker and Gerhart’s (1996) proposition may eliminate the differences 
existing in the literature regarding what constitutes HRM. In support of this 
argument, Boselie, Dietz and Boon (2005) conducted a meta-analysis of 104 articles, 
concluding that 26 different HRM practices were used in different studies. However, 
Boselie and colleagues (2005) mentioned that although there are 26 different HRM 
practices, they can be grouped into four main categories. These categories include 
training and development, compensation, recruitment and selection, and performance 
management including appraisal. Thus, according to the aforementioned arguments, 
one can assume that organisations are similar (best practice) with respect to the 
abstract level of HRM, but they are different (best fit) when it comes to the sub-
practices. Therefore, to eliminate or control for the differences in HRM practices, a 
focus should be directed towards measuring the abstract level of HRM practices. 
This study addresses this issue by proposing an HRM system that comprises six 
abstract-level practices: namely, job design, recruitment and selection, training, 
performance appraisal and compensation. 
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2.3 Organisational Performance (OP) 
Organisations are established to accomplish certain objectives, regardless of the type 
or nature of such objectives. For organisations to ascertain the attainment of the 
planned objectives, they need to measure their performance. The only way 
organisations can assess their goal attainment is to have their OP assessed against 
certain organisational criteria. As a result, OP has become the ultimate concern for 
researchers. Thus, it is considered the dependent variable that is ‘most widely’ 
studied in management research (Richard et al. 2009; Rogers & Wright 1998). 
Surprisingly, although OP has been studied extensively, the construct remains vague 
and there is no unified definition of what constitutes OP (Carton 2004; Gavrea, Ilieş 
& Stegerean 2011). Richard and colleagues (2009) attributed the inconsistency in OP 
definitions to two main sources: 
1. The stakeholders: Organisations’ performance affects and is affected by many 
stakeholders, including stockholders, managers, employees, customers, 
suppliers, governments and non-governments bodies. In fact, each group has 
its own objectives and satisfaction criteria. This idiosyncrasy leads an 
organisation to engage in a trade-off process and tailor its organisational 
performance to the most important stakeholders. 
2. Heterogeneity: Organisations are different in terms of resources, external and 
internal environment, strategies adopted, capabilities, size, industry and many 
other variables. For example, organisations that adopt quality as a strategic 
goal are likely to measure quality as their OP. Conversely, organisations 
attempting to increase their market share may focus on measuring customer 
satisfaction or market share indicators. In addition, with regard to size, large 
organisations favour financial performance measures (Richard et al. 2009), 
while small organisations give high priority to product performance (Davig, 
Elbert & Brown 2004). 
 
2.3.1 Shareholder Versus Stakeholder Theory 
Historically, the assessment of OP was based on shareholder value theory. The logic 
behind shareholder theory is that an organisation is an entity that belongs to the 
shareholders; thus, shareholder return was used to measure overall firm performance 
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(Hubbard 2009). Focusing solely on shareholder return, however, is theoretically 
problematic since any organisation is a combination of resources including human, 
physical and financial resources. Financial or shareholder return is an outcome of the 
integration and interactions among those three resources. Further, relying on 
shareholder return has been criticised in the literature for its lack of strategic 
orientation and its encouragement of short-term performance over long-term strategic 
performance (Barry 2008). As a result, a shift from shareholder theory to a more 
comprehensive measurement of OP occurred. Stakeholder theory has been proposed 
and validated as the theory dominating OP studies in recent years (Hubbard 2009). 
In stakeholder theory, organisations are seen as having a wide range of 
responsibilities to a variety of groups (Hubbard 2009). In other words, stakeholder 
theory takes into account all groups in and outside the organisation that may affect or 
be affected by OP. The theory focuses on evaluating OP from multiple perspectives, 
including shareholder value, employees, suppliers, customers, government, interest 
groups, unions and general society (Freeman 2010). 
Building on the stakeholder theory of OP, Dyer and Reeves (1995) conceptualised 
OP as a four-measurement sequence: (a) HR outcomes, which include attitudinal and 
behavioural outcomes; (b) organisational outcomes, which include productivity, 
quality and efficiency; (c) financial outcomes represented by profits and sales; and 
(d) market outcomes. More details will be presented about Dyer and Reeves’s (1995) 
conceptualisation in Section 2.4.1. 
 
2.3.1 Subjective Versus Objective Organisational Performance 
Stakeholder theory suggests that OP can be measured by different performance 
indicators following different approaches. To put it simply, OP measures can be 
classified into two major categories—objective and subjective measures: 
1. Objective measures are measures that depend on documented achievements 
and recorded statements about OP. OP does not rely on individuals’ 
judgements or perceptions of the company; rather, it is based on actual 
percentages and figures (Dawes 1999). Objective measures include 
accounting measures such as return on investment, return on equity, return on 
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assets; and financial market measures such as stock price, total shareholder 
return and market value (Richard et al. 2009). They also include operational 
measures such as productivity (Wall et al. 2004) and quality (Ahmad & 
Schroeder 2003). 
2. Subjective measures are those measures derived from individuals’ own 
perceptions of their organisation. Subjective measures usually use a scale 
‘with anchors such as “very poor” to “very good”, compared to other 
competitors’ (Dawes 1999, p. 1). Subjective measures can be viewed as either 
‘fully subjective’ or ‘quasi-objective’ (Richard et al. 2009). In a fully 
subjective measure, individuals may be asked to assess their organisation 
performance compared with other competitors. In other words, the fully 
subjective measure is not linked to a specific performance indicator. Fully 
subjective measures, however, face a number of challenges based on 
psychological biases, including cognitive bias and the halo effect, which may 
lead to unrepresentative results. In contrast, the ‘quasi-objective’ measure is 
directed at measuring a certain objective performance by asking respondents 
to give their subjective evaluation of it. Quasi-objective measures provide 
results that are more reliable and, to some extent, are equivalent to objective 
measures (Wall et al. 2004). Therefore, this study relied on quasi-objective 
measures of OP. 
The literature has indicated that subjective measures are less reliable than objective 
measures (Andrews, Boyne & Walker 2006). This is because objective measures are 
derived from real performance indicators and facts, and are not subject to the same 
degree of personal bias as subjective measures. Despite the doubt surrounding 
subjective measures, they are widely employed in management studies and, 
surprisingly, are treated as ‘equivalent to objective measures’ when interpreting 
results (Wall et al. 2004). 
This study, therefore, relied on subjective measures (quasi-objective) of performance 
for various reasons (Dawes 1999; Wall et al. 2004), as listed below: 
1. Obtaining objective performance data is difficult. 
2. Subjective measures are cost effective because of the use of questionnaires to 
collect data. 
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3. Subjective measures are more appropriate for comparing results across 
different organisations. 
4. Previous studies have shown a strong association between subjective and 
objective measures. 
 
2.4 HRM–OP Relationship (the Black Box) 
A review of the literature indicated that there has been a great deal of attention given 
to examining the linkage between HRM system and OP (Ho 2010). Despite the 
promising positive relationship between HRM and performance, questions regarding 
how HRM system affect performance are yet to be answered. These questions 
(referred to as the black box) represent the stage that links HRM system to OP. The 
black box stage will be discussed in the following sections. 
The black box in the HRM system–OP relationship refers to the intervening and 
mediating variables linking HRM system and performance, in addition to the 
mechanisms by which such a relationship occurs (Boselie et al. 2005; Jiang et al. 
2013). The name ‘black box’ was given because little is known about what happens 
inside it. Before discussing the black box stage, it is useful to review the HRM–OP 
relationship development phases. 
The relationship between HRM and OP can be traced back to the early 1980s when 
Miles and Snow (1985) started to establish the link between HRM and business 
strategy. During that period, Peters and Waterman (1982), among others, provided 
evidence about HRM contributions to the success of organisations. This phase of the 
development of the HRM–OP relationship paved the way for the next phase, which 
was characterised by studies using survey-based methods. The second stage 
commenced in the mid-1990s when Huselid (1995) set up the first seminal survey-
based HRM study, followed by those of MacDuffie (1995), Delery and Doty (1996), 
and Ichniowski, Shaw and Prennushi (1997). Altogether, these studies successfully 
proved that HRM practices are considered powerful indicators of higher OP. The 
major focus in this phase, however, was on empirically proving the HRM–OP 
relationship at the expense of other conceptual and theoretical issues. This led many 
researchers to question this relationship, which is considered an introduction to the 
third phase. During the third phase, researchers began to question the relationship 
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between HRM and OP, arguing that the relationship is not clear (Guest 2011). 
Questions have emerged such as how does HRM affect performance, why does HRM 
affect performance, and what are the mechanisms through which HRM affects 
performance? These questions—the black box—urge the search for developing and 
refining theories, and for proposing comprehensive models of the HRM–
performance relationship (Bowen & Ostroff 2004). In order to answer the above-
mentioned questions, thereby opening the black box, researchers have come to agree 
that HRM cannot directly be linked to OP, and there should be some mediating 
variables linking both constructs. 
 
2.4.1 Direct Versus Indirect Relationship 
The first stage of the development of HRM system–OP assumed a direct relationship. 
For example, Katz et al. (1985) found a positive relationship between industrial 
relations systems and productivity. Terpstra and Rozell (1993) found a positive 
relationship between some HRM practices (recruitment and selection procedures) 
and organisational profits. Although the direct relationship between HRM and OP 
has shown at least a weak relationship, this view has been challenged by many 
researchers for its lack of theoretical rigour. That is, assuming a direct relationship 
between HRM and OP is theoretically not valid, since there may be other variables 
that act as a mediator in this relationship (Katou 2012). Therefore, in order to 
understand better how HRM affects performance, an investigation of the mediating 
variables is inevitable. 
One of the most significant contributions in the field of HRM is the mediation stage 
that links HRM to OP. In response to Guest’s (1997) call for a theory refinement 
regarding the HRM system–OP relationship, researchers have developed many 
models that incorporate intervening variables. This effort was based on the fact that 
the HRM system does not affect OP directly; rather, HRM system affects OP 
indirectly through mediating and moderating variables. 
The indirect relationship between HRM system and OP has been theoretically and 
empirically justified in the literature. For example, Wright and Gardner (2000) 
argued that there is an agreement among researchers that any theoretical effort 
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should include at least one mediating variable. In addition, according to Colvin and 
Boswell (2007), organisations do not perform, ‘people do’. Thus, it is highly 
recommended to include some individual-level mediating variables in the HRM 
system–OP relationship. Moreover, HRM system does not affect OP; instead, it 
affects how people do their jobs, which in turn affects OP. Hence, the nature of the 
HRM system–OP relationship necessitates the inclusion of some mediating variables. 
Finally, the indirect relationship has been empirically justified. For example, Youndt 
(2000) found that the relationship between HRM and OP is mediated by building 
intellectual capital. Further, Katou and Budhwar’s (2010) study demonstrated that 
the relationship between HRM and OP is fully mediated by both employees’ 
attitudes and their behaviour. Therefore, it is important to study the mediating stage 
between HRM system and OP. 
Dyer and Reeves (1995) further demystified the mediating stage by suggesting four 
consecutive variables linking HRM system to OP. These variables include 
employees’ outcomes (attitudes and behaviours), operational outcomes (cost and 
quality), financial outcomes (profitability) and marketing outcomes. Dyer and 
Reeves’s (1995) argument has directed researchers’ attention to classifying the 
mediating variables into proximal and distal variables. This classification stemmed 
from both Kanfer (1992) and Guest (1997), who argued that the distance between OP 
indicators (e.g., financial indicator) and the HRM system is ‘too large’ and other 
organisational interventions may potentially exist. Therefore, as Paauwe (2009, p. 
153) argued: 
We are in need of performance indicators that are far more proximal in terms of 
what HR practices can actually affect … for example, employee attitudes 
(motivation, commitment, trust) and behaviour (turnover, absence), and 
subsequent change in outcomes at the organisational level (e.g., productivity and 
quality of services and/or products). 
As a result, to understand how HRM system affects OP, a focus should be directed 
towards understanding the effect of this HRM system on the more proximal 
outcomes (individual outcomes), which are supposed in turn to have their own effect 
on the more distal outcomes (organisational outcomes) (Wright et al. 2003). Such a 
causal link flowing from HRM system to OP via the responses of employees has also 
been assumed by many researchers (Katou 2012; Macky & Boxall 2007; Nishii & 
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Wright 2007; Wright & Gardner 2000). According to the literature, the mediating 
variables that are most frequently studied are employees’ skills and abilities, 
motivation and opportunity to participate (also known as the AMO model) (Boselie 
et al. 2005); employees’ behaviour including turnover, citizenship behaviour and 
absenteeism; and employees’ attitudes including organisational commitment and job 
satisfaction. In this study, the focus is on the AMO, affective commitment and OCB. 
A discussion about each variable will be presented in the next sections. 
 
2.4.2 Content Versus Process Approach to HRM 
The previous section was presented to answer one of the black box questions, which 
concerns how HRM system affects OP. The answer was found by proposing some 
mediating mechanisms that link HRM system to OP. Although answering the ‘how’ 
question significantly contributed to solving the problem of the ‘black box’, 
researchers have not yet agreed that the black box issue has been resolved. 
Researchers have recognised that the major focus has been on exploring the content 
of the HRM system and the content of the mediating variables at the expense of the 
implementation processes of the HRM system (Delmotte, De Winne & Sels 2012). 
The HRM literature has revealed two approaches in studying the HRM system–OP 
relationship, namely, the content approach and the process approach. The content 
approach refers to the practices that constitute the system of HRM, while the process 
approach stresses the importance of studying how these practices are implemented 
and communicated to the employee (Bowen & Ostroff 2004). According to the 
literature, the first phase of the development of the HRM concept was dominated by 
developing a set, or a bundle, of HRM practices and linking those practices to 
operational and financial performance. The focus was mainly on defining the content 
of the HRM system (Delmotte, De Winne & Sels 2012). As a result, a number of 
HRM systems have been developed, such as the high-performance HR system 
(Appelbaum et al. 2000), the high commitment HR system (Arthur 1994) and the 
high involvement HR system (Vandenberg, Richardson & Eastman 1999). Despite 
the theoretical soundness of this approach (the content approach), a number of 
methodological and theoretical questions have been raised by many researchers. 
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Theoretically, Bowen and Ostroff (2004) argued that HRM’s contribution to OP 
should be viewed as a combination of the content and process approaches. That is, it 
does not make any sense to have a well-developed HRM system while it is poorly 
implemented (Khilji & Wang 2006). Moreover, relying on the content approach 
might provide false conclusions. The previous literature has indicated that employees 
might perceive and interpret HRM practices differently because of the inconsistency 
that may exist in implementing the HRM practices (Bowen & Ostroff 2004; Nishii 
and Wright 2007). Consequently, employees’ perceptions can greatly influence the 
HRM system–OP relationship. Finally, intended HRM practices (those practices that 
are officially documented) might differ from actual or implemented HRM practices 
(Nishii & Wright 2007). Thus, to focus on the content of the HRM system alone is 
not valid unless it is combined with the process approach (Den Hartog et al. 2013). 
Methodologically, HRM practices have been measured using single respondents, 
usually the HR manager. Huselid and Becker (2000) argued that single respondents 
such as HR managers are considered the best and the only qualified people to give 
valid information about HRM practices, since employees’ perceptions of HRM 
practices differ significantly as a result of the way HRM practices are implemented 
(Nishii & Wright, 2007). However, HR manager ratings of HRM practices may not 
be appropriate, especially when the focus is on the actual or implemented HRM 
practices (Gerhart, Wright & McMahan 2000). Rather, employees’ assessment of 
HRM practices should replace HR managers’ assessments. This is because 
employees experience HRM practices continuously, so they are able to give a more 
realistic picture of the practices implemented. 
One of the most powerful justifications for studying the process approach is the 
ability to generalise the findings. Simply put, Delmotte and colleagues (2012, p. 
1485) argued that: 
Although the content of the HRM system is often context-specific, these HR meat-
features (distinctiveness, consistency, and consensus
1
) have a more generic nature 
and are, therefore, easily applicable in different settings. Not every organisation 
has a formal HR department, but in every organisation an employee can 
pronounce upon (lack of) visibility of or agreement among HR decision makers. 
                                                          
1
 These are the features of strong HRM system proposed by Bowen and Ostroff (2004) as features of 
HRM system implementation. More details will be presented in section 2.5.2.2 
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Similarly, not every organisation introduces pay for performance, but in every 
organisation, employees can pronounce upon their perception regarding the 
procedural justice—for example—of the compensation system in place. 
Based on the above-mentioned arguments, the black box problem can only be solved 
when the processes through which HRM affects performance are addressed 
(Savaneviciene & Stankeviciute 2010). 
A review of the literature has revealed that the effect of HRM system on OP is 
largely based on how employees perceive this system. In other words, there is a solid 
argument among researchers that employees’ attitudes and behaviours are one of the 
main components of the black box stage (Snape & Redman 2010). In addition, it has 
been argued that, to obtain more accurate conclusions regarding the HRM system–
OP relationship, an investigation of the more proximal variables should come first, 
and that employee’ perceptions are a more proximal variable and directly associated 
to their attitudes and behaviours, which, in turn, affect OP (Guest 1997; Li, Sanders 
& Frankel 2012). Therefore, empirical studies that investigate employees’ 
perceptions of HRM in the HRM–OP relationship are greatly needed (Nishii, Lepak 
& Schneider 2008). 
Recalling what was mentioned earlier in this chapter, intended HRM practices might 
differ from actual or implemented ones. As a result, employees might perceive those 
practices differently, resulting in different interpretations. The idiosyncratic 
perception is a natural consequence because employees usually react to a situation in 
ways that benefit them. Moreover, psychologists have agreed that employees seldom 
respond similarly to HRM practices (Nishii & Wright 2007). In addition, the 
differences in employees’ perceptions are empirically validated. A study conducted 
by Nishii (2006) supported the view that employees perceive the same set of HRM 
practices differently. 
Idiosyncratic perceptions of HRM practices among employees can be a source of 
‘noise’ and may negatively affect OP. In an environment characterised by different 
perceptions of HRM practices, organisational and HRM goals and objectives are not 
clear: vague responsibilities exist, along with feelings of inequity and dysfunctional 
behaviours (Kepes & Delery 2006). Therefore, it is important to help employees to 
perceive HRM practices in the same way. According to the literature, employees’ 
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shared perceptions are closely related to how HRM practices are implemented (Edgar 
& Gear 2009). As a result, Bowen and Ostroff (2004) argued that shared perceptions 
among employees are achieved only when a strong HRM system is effectively 
implemented. The next section will discuss the concept of a strong HRM system in 
more detail. 
 
2.5 Strong HRM System 
Employees’ perceptions of reality and their subsequent behaviour are usually based 
on attribution theory (Kelley 1973). 
2.5.1 Attribution Theory 
According to human nature, people are eager to find an answer to the ‘why’ 
questions in order to draw conclusions about the world in which they live (Coombs 
2012). Since people’s perceptions are considered an important determinant of OP, 
social psychologists, as well as learning theorists, have developed a theory that 
provides a solid foundation for understanding how people answer the ‘why’ 
questions (Kelley & Michela 1980). Attribution theory—also known as ‘perceived 
causation’—refers to how people build cause-and-effect relationships when they 
attempt to understand the world around them (Kelley 1973). The core concept of 
attribution theory, according to Seel (2012), is the ‘causal locus’. Causes are 
classified as either internal or external. The internal locus refers to the person’s 
disposition or temperament that shapes his or her behaviour, while the external locus 
refers to factors outside the ‘environmental factors’ (Coombs 2012). 
A concept related to causality that was proposed, which was intended to help 
determine where the attribution resides exactly, is the ‘covariation principle’ (Kelley 
1973). This principle states that ‘an effect is attributed to the one of its possible 
causes with which, over time, covaries’ (Kelley 1973, p. 108). Thus, people tend to 
attribute the events internally when their disposition covaries with the outcome, and 
externally when the perceived situation occurs in conjunction with external factors 
(Schmitt & Branscombe 2002). 
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One of the most important scientific contributions that enable us to determine the 
specific locus of causation is the work of Kelley (1973). Kelley argued that 
‘information’ is an antecedent of employees’ behaviours. In other words, people use 
information around them to attribute the effect to a specific cause, and they behave 
accordingly. This information has three different dimensions, namely, 
distinctiveness, consistency and consensus (Kelley & Michela 1980). Distinctive 
information occurs when the effect (be it a situation or a behaviour) has certain 
features ‘that allow it to stand out in the environment, thereby capturing attention and 
arousing interest’ (Bowen & Ostroff 2004, p. 204). Consistency generally refers to 
the repetition of the effect over time, so whenever the effect occurs, the associated 
object exists (Eastman 1994). Finally, consensus refers to the generality of an event, 
situation or behaviour across all people (Eastman 1994). 
A review of the literature has revealed that people rely on their internal disposition to 
attribute the effect to the cause when the three dimensions of information are low 
(Coombs 2012; Hansen & Lowe 1976). In other words, people rely on their own 
judgements about a situation and attempt to draw a conclusion based on their 
personal interest. As a result, different perceptions and behaviours are likely to exist. 
Conversely, people are more likely to make external attributions based on situational 
and environmental factors when they are confronted with strong information 
(distinctiveness, consistency and consensus). Consequently, an agreement among 
people regarding their perceptions and behaviours is more likely to exist. Therefore, 
in order to encourage people to perceive a situation similarly, and thereby behave 
similarly, strong information dimensions should be created. In relation to this, 
Bowen and Ostroff (2004) argued that having a strong HRM system that creates such 
strong information dimensions is inevitable to create shared perceptions among 
employees. 
 
2.5.2 Bowen and Ostroff’s Model of a Strong HRM System 
Building on attribution theory, Bowen and Ostroff (2004) proposed that shared 
perceptions among employees can be achieved through having an HRM system that 
has three different characteristics, namely, distinctiveness, consistency and 
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consensus. Before discussing Bowen and Ostroff’s model, it is beneficial to discuss 
briefly the concept of shared perception. 
 
2.5.2.1 Shared Perception (Strong Climate) 
The concept of shared perception—also referred to as a strong climate (Bowen & 
Ostroff 2004)—is an aggregate construct of the psychological perception of 
individual employees. According to attribution theory, people tend to attribute the 
effects either to their internal disposition or to their external environmental and 
situational factors (Coombs 2012). Moreover, the only way people can perceive the 
events similarly is through having a strong external influence (Hansen & Lowe 
1976). Thus, environmental factors play a crucial role in shaping peoples’ behaviour. 
As a result, organisational researchers have reached for a concept through which they 
can understand how these environmental factors affect employees’ behaviour. 
Climate was introduced in the scientific literature to deal with the external 
environmental factors. 
Climate is a topic in organisational psychology that has its root in a study conducted 
by Lewin and colleagues in 1939 (González‐Romá, Fortes-Ferreira & Peiró 2009). A 
review of the literature has revealed that researchers have almost agreed on defining 
climate as employees’ perceptions of the environment they work within, in terms of 
formal and informal practices, policies, routines, procedures and rewards (Lepak et 
al. 2006; Luria 2008; Veld et al. 2010). Thus, climate is a concept closely related to 
the external influencing factors that shape employees’ attribution processes, and can 
help in understanding employees’ attitudes (Schulte et al. 2009). 
The early climate research focused on addressing the traditional methodology of 
individual differences that tended, in turn, to focus on the individual level of analysis 
(Schneider, Ehrhart & Macey 2013). In fact, climate can be considered an abstract 
form of the environment, and is based on individual employee perceptions (Schulte 
et al. 2009). This level, however, is characterised by different perceptions and 
interpretations derived from different personalities, attitudes, past experience and 
many other factors (Arthur & Boyles 2007). Thus, shared perception is not likely to 
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exist in such climate. From this point, researchers argued that climate as a construct 
has two main levels (James & Jones 1974): 
1. Psychological climate represents individuals’ perceptions and evaluations of 
the organisational context (James & Jones 1974). These perceptions include 
perceptions of organisational policies and practices, such as HRM practices, 
and perceptions of organisational culture (Neal, West & Patterson 2005). The 
climate at this level helps employees to determine the desired behaviour and 
act accordingly. When employees share the same perspective about the 
organisation and its policies and practices, a new level of climate emerges. 
2. Organisational climate (OCL) refers to ‘the shared perceptions of and the 
meaning attached to the policies, practices, and procedures employees 
experience and the behaviour they observe getting rewarded and that are 
supported and expected’ (Schneider, Erhart & Macey 2013, p.362). 
Organisational climate is a unique characteristic of the organisation that sets 
it apart from other organisations; thus, it could be a source of sustained 
competitive advantage (Kaya, Koc & Topcu 2010). 
Organisational climate has been a topic of interest for many researchers over the past 
two decades (Dawson et al. 2008). The literature has revealed that OCL is related to 
positive employees’ attitudes (Schulte et al. 2009), work innovation (von Treuer & 
McMurray 2012), organisational commitment (McMurray, Scott & Pace 2004), job 
satisfaction and intent to leave (Jackson-Malik 2005), and SQ (Carlucci & Schiuma 
2014). Although previous literature has proved that OCL is an indicator of positive 
outcomes, researchers have questioned the concept, arguing that OCL ignores the 
differences existing in individuals’ perceptions of climate (Nishii & Wright 2007; 
Pritchard & Karasick 1973). Neglecting to consider this variability explicitly might 
lead to erroneous conclusions. That is, variability in employees’ perceptions might 
provide us with significant information ‘above that of members’ average perceptions 
of climate’ (Sowinski, Fortmann & Lezotte, 2008). The basic logic of studying this 
variability is that: 
Climate researchers often aggregate individual psychological climate perceptions 
to represent group-level climate. However, because groups with the same 
aggregate score on a climate measure can diﬀer in terms of the within-group 
agreement in perceptions of climate, authors have noted that this within-group 
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agreement must be accounted for when studying the relationships between the 
work groups’ climate and organisational outcomes. (Sowinski, Fortmann & 
Lezotte, 2008, p. 76) 
Moreover, the variability among employees with regard to climate can result in a 
weak situation (Mischel 1973), which in turn results in idiosyncratic attitudes and 
behaviours. Consequently, a new concept has emerged that captures the variability 
feature of climate perceptions, namely, the climate strength. From this juncture, 
researchers began to look at OCL as a two-sided concept. Zohar and Tenne-Gazit 
(2008) argued that OCL can be measured from two perspectives: 
1. Level: This refers to the aggregation of employees’ perception of climate. The 
scores here indicate the priority assigned to the climate in terms of high 
priority (high score) or low priority (low score). 
2. Climate strength: This refers to the degree of agreement or consensus among 
employees regarding the climate. High agreement or consensus among 
employees means that the climate is strong (Zohar & Tenne-Gazit 2008). 
Accordingly, OCL represents the overall climate in an organisation. It does not, 
however, indicate whether this climate is strong enough to affect OP positively. The 
strong climate is a relatively new research area in the OCL literature (Dawson et al. 
2008). The underlying assumption of a strong climate is not new; rather, it is derived 
from the concept of situational strength (Mischel 1973). Situational strength is a 
concept that determines the characteristics of a certain situation that creates an 
agreement among employees regarding how to perceive the event. In other words, 
when a situation has certain characteristics that lead people to perceive and interpret 
the event similarly, this situation is strong. Conversely, in a weak situation, 
employees tend to perceive and interpret the event differently based on their own 
judgements, resulting in different attitudes and behaviours (Mischel 1973). 
A review of the literature has revealed that a strong climate is significantly related to 
positive outcomes (Bowen & Ostroff 2004). As a result, an effort was made to 
explore the antecedents of a strong climate. Among many proposed antecedents, the 
HRM system was considered one of the most significant predictors of a strong 
climate (Bowen & Ostroff 2004; Edgar & Gear 2009; Nishii & Wright 2007). 
Building on strong climate and attribution theory, Bowen and Ostroff (2004) 
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proposed that to influence the psychological perceptions of climate, an organisation 
should create a strong climate by having a strong HRM system. The next section 
examines how a strong HRM system creates a strong situation. 
 
2.5.2.2 Strong HRM System 
An HRM system can be conceived as a communication device that transmits signals 
to employees (Nishii & Wright 2007). In relation to signalling theory, Spence (2002, 
p. 436) pointed out that: 
The idea behind the job market signalling model is that there are attributes of 
potential employees that the employer cannot observe and that affect the 
individual’s subsequent productivity and, hence, value to the employer on the job. 
Organisational scholars, however, have extended the theory by including employees’ 
perceptions (Suazo, Martínez & Sandoval 2009). For example, a proposition has 
been made that new employees usually use organisational practices, policies and the 
overall environment as signals by which they draw meaningful conclusions (Rynes 
1989; Turban & Greening 1997). Thus, according to attribution theory, it is 
important that employees receive consistent and distinctive messages throughout the 
organisation (consensus). 
Based on both attribution and signalling theory, an HRM system should be able to 
send messages to employees in ways that foster shared perceptions and a strong 
climate (Den Hartog et al. 2013). Bowen and Ostroff (2004) concluded that the HRM 
system can create a strong climate through sending strong messages. They proposed 
that ‘when HRM system is perceived as high in distinctiveness, consistency, and 
consensus, it will create a strong situation’ (Bowen & Ostroff, 2004, p. 208). 
Accordingly, a strong HRM system has three different characteristics. 
The first characteristic of a strong HRM system is distinctiveness, which refers to 
certain features that gives the situation the power to capture employees’ attention. 
For an HRM system to be able to send distinctive messages, it should have four 
features: 
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1. Visibility refers to the degree to which HRM practices are clear and 
observable by employees (Delmotte, De Winne & Sels 2012). In other words, 
HRM practices should be clear and visible to employees to allow employees 
to interpret the situation similarly. For example, if performance appraisal 
objectives are not clear, employees will not be able to obtain clear 
information about desired behaviour. Thus, they will tend to interpret the 
situation personally and subjectively, resulting in different interpretations and 
behaviours; consequently, a weak situation is likely to exist. In addition, to 
enhance visibility, HRM practices (such as selection, recruitment, training 
compensation) should be applied to a wide range of employees, so a large 
number of employees will observe the practices, and hence, a strong situation 
is created (Bowen & Ostroff 2004). 
2. Understandability refers to the extent to which HRM messages are 
understandable, unambiguous and easy to comprehend. People are different 
in their comprehension ability, especially when it comes to understanding 
organisational practices such as HRM practices (Bowen & Ostroff 2004). 
Therefore, the HRM system should be able to send messages, so that all 
employees can understand, regardless of their ability level to understand. 
3. Legitimacy of authority refers to the degree to which the HRM system is 
perceived as possessing high status and high credibility (Bowen & Ostroff 
2004). Legitimacy of authority is a concept related to the ‘message source’ in 
social cognition theory. That is, employees are more likely to be affected by 
the characteristics of the message sender when the sender possesses 
credibility and high status. Top management support and the position of the 
HRM department in the organisational structure are among many factors 
from which the HRM function can gain a high legitimacy of authority. 
4. Relevance refers to the degree to which HRM practices are designed to 
achieve important goals (Delmotte, De Winne & Sels 2012). The HRM 
system should be designed in ways that ensure both employees’ and 
organisational needs and goals are met. For example, suppose a given 
organisation is pursuing a differentiating strategy by providing high SQ, at 
the same time its employees’ goal is largely related to financial gains. In this 
case, the HRM system can link both goals by tying the achievement of high 
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SQ with monetary value. Simply put, organisations can use their reward 
system (SQ reward) to foster the relevancy feature of the HRM system. 
Relying on the distinctiveness of the HRM system alone, however, is not enough to 
create the strong situation, since it does not specifically address the cause-and-effect 
attributions made by employees. That is, distinctiveness is closely related to how 
effectively the message sender sends the message (Bowen & Ostroff 2004). 
Therefore, to facilitate the creation of the strong situation, where employees share the 
same perception of the behaviours required and rewarded, the HRM system should 
send consistent messages. 
The second characteristic of a strong HRM system is consistency. Consistency has 
been defined as the repetition of the effect over time; so, whenever the effect occurs, 
the associated cause of the object exists (Eastman 1994). Based on this definition, 
HRM system consistency is closely related to the concept of causality in attribution 
theory. Bowen and Ostroff (2004) argued that for the HRM system to be perceived as 
a consistent system, it should possess three features: 
1. Instrumentality: Delmotte and colleagues (2012, p. 1486) defined the HRM 
system instrumentality as ‘the degree to which HR practices and programmes 
positively inﬂuence levels of motivation, competence, and empowerment 
(Delery & Shaw 2001) and are thus able to steer behaviour of employees in 
the desired direction’. In other words, instrumentality is the belief individuals 
hold that certain behaviour is linked to a certain outcome (Simons, Dewitte & 
Lens 2004). According to Bowen and Ostroff (2004), instrumentality is more 
likely to be perceived from employees when the HRM system is able to link 
the behaviour to an outcome in a timely and consistent manner. 
2. Validity represents the consistency between intended and actual or 
implemented HRM practices (Bowen & Ostroff 2004). Employees should 
perceive the HRM system as a valid system; otherwise, they will tend to 
ignore it. For example, if a selection test used to screen out applicants does 
not ensure that good applicants are selected, this practice is not valid. This 
invalid practice, in turn, leads employees to develop their own interpretations, 
resulting in different behaviours. 
3. Consistent HRM messages refers to the degree to which HRM practices are 
compatible and stable with respect to the signals they send (Baron & Kreps 
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1999; Bowen & Ostroff 2004). It is important that employees do not receive 
‘double-bind’ messages. Double-bind messages occur when employees 
receive different messages from different sources relating to the same object 
(Bowen & Ostroff 2004). The result of double-bind communication can be 
disastrous and can negatively affect how employees perceive the situation, 
resulting in a weak situation. A review of the literature has revealed that the 
HRM system should be internally consistent, involving a combination of 
integrated practices (Boxall, Ang & Bartram 2011). The HRM system can 
have either positive or deadly combinations of HRM practices (Combs et al. 
2006). Deadly combinations occur when two practices have contradictory 
objectives, for example, when the HRM system stresses the importance of 
teamwork while, at the same time, it bases compensation on individual 
performance. Therefore, a consistent HRM system is necessary in this case. 
Finally, the third characteristic of a strong HRM system is consensus. Consensus 
refers to the generality of an event, situation or behaviour across all employees 
(Eastman 1994). Bowen and Ostroff (2004) have argued that consensus can be 
achieved through two main factors: 
1. Agreement among message senders: Consensus among employees is more 
likely to exist when principal message senders (e.g., top-level managers, as 
well as HR managers) agree on the desired behaviour, organisational values 
and the design of HRM practices (Bowen & Ostroff 2004). 
2. Fairness: Employees are usually exposed to two types of fairness—
distributive and procedural fairness or justice (Greenberg 1987). Distributive 
justice refers to the content or the outcomes, whereas procedural justice refers 
to the means used to achieve those outcomes (Greenberg 1990). A review of 
the literature has revealed that organisational justice is positively related to 
the HRM system. Bowen and Ostroff (2004) mentioned a positive 
relationship between perceived fairness of HRM practices and employees’ 
acceptance of and contribution to HRM initiatives. Moreover, a positive 
relationship was found between the HRM system and procedural justice in a 
study conducted by Tremblay et al. (2010). Further, Zhang and Agarwal 
(2009) argued that high quality communication (strong HRM system) 
enhances employees’ understanding of the decisions made in the organisation 
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and, thus, a positive relationship between HRM communication and both 
distributive and procedural justice was found. Therefore, the HRM system 
should be designed in ways that guarantee both types of justice being 
perceived by employees. 
Despite the importance of studying a strong HRM system, which is intended to lead 
to a strong climate, as proposed by Bowen and Ostroff (2004), few empirical studies 
were found that take on the responsibility to investigate the validity of such a 
theoretical argument (Nishii, Lepak & Schneider 2008). Liao and colleagues (2009, 
p. 385) called for future research that empirically tests the validity of Bowen and 
Ostroff’s (2004) strong climate model by stating that: 
Bowen and Ostroff proposed a set of HR system meta-features that may influence 
the level to which employees build shared perceptions about the HR system … A 
concentrated effort to assess the effects of these features may represent a 
promising avenue for future research. 
In addition, Jiang and colleagues (2012) encouraged future studies that investigate 
the effect of consistency—which is considered a part of the strong HRM system—on 
the relationship between HR practices and performance. As a result, few attempts to 
investigate such relationship were found. For example, Li, Frenkel and Sanders 
(2011) found a significant relationship between employees’ perception of a strong 
HRM system (consistency, consensus, distinctiveness) and the so-called high-
performance work practices (HPWP). Such a relationship in turn leads to work 
satisfaction and reduces the intention to quit. Another example is found in the work 
of Sanders and colleagues (2008). In their study of four hospitals, they investigated 
the influence of ‘high commitment HRM’ on affective commitment, taking into 
account strong climate as a mediator factor. 
 
2.6 AMO Model 
The relationship between HRM and OP has been questioned for its theoretical and 
methodological limitations. One of the important limitations, however, is the 
assumed direct relationship in the HRM–OP relationship. The direct relationship has 
been criticised by many researchers (Becker & Huselid 2006; Gelade & Ivery 2003; 
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Guest 2011; Guest et al. 2003; Katou 2012; Savaneviciene & Stankeviciute 2010; 
Savaneviciene & Stankeviciute 2011; Wright & Gardner 2000). Wright and Gardner 
(2000) contended that any empirical work should be based at least on one mediating 
process. As a result, a great deal of time and effort has been spent on investigating 
the mediating linkages in the HRM–OP relationship. 
A significant contribution in exploring the mediating stage was made by Deer and 
Reeves (1995). Dyer and Reeves’s (1995) work has paved the way to understanding 
better how the HRM system is linked to OP. The authors proposed that performance 
could be broken down into four sequential performance outcomes comprising 
employees’ outcomes (attitudes and behaviours), operational outcomes (cost and 
quality), financial outcomes (profitability) and marketing outcomes. Building on 
Deer and Reeves’s (1995) work, other researchers have extended the knowledge by 
distinguishing the outcomes previously mentioned into proximal and distal 
outcomes, and by noting that the more proximal outcomes should be linked to the 
HRM system first (Guest 1997; Kanfer 1992). According to Kanfer (1992) and Guest 
(1997), employees’ performance including attitudes and behaviour is considered the 
most proximal variable to HRM system intervention. 
 
2.6.1 Employees’ Performance 
Employees’ performance is an important factor in any theoretical effort. According 
to Colvin and Boswell (2007), organisations do not perform, ‘people do’. Individual 
employees make the difference through implementing the organisation’s strategies 
and objectives. In addition, for sustainable competitive advantage to be realised, an 
organisation should possess the required assets and skills that reside in its employees 
(Aaker 1989). Moreover, employees’ performance is important not only for 
organisations, but also because employees can benefit from such an important 
variable. For example, Sonnentag and Frese (2003 p. 4) argued that: 
Accomplishing tasks and performing at high level can be a source of satisfaction 
with mastery and pride. Low performance and not achieving the goals might be 
experienced as dissatisfying or even a personal failure. 
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In turn, this could negatively affect employees’ satisfaction and commitment, as we 
shall see in Chapter 4. Before going any further, it is worth reviewing how 
employees’ performance is defined. 
Surprisingly, despite the critical role that employees’ performance has in achieving 
organisational objectives and strategies, researchers have not reached agreement 
regarding how to define or conceptualise employees’ performance. Even though no 
agreement has been formulated, researchers seem to describe employees’ 
performance as a two-fold concept consisting of actions (behaviour) and outcomes 
(consequences of that behaviour). For example, a generally and widely accepted 
definition has appeared, and it is that provided by Campbell (1990). Campbell 
defined employees’ performance as ‘behaviours and actions that are relevant to the 
goals of the organisations’. The behavioural aspect of performance, however, only 
explains one part of performance. The outcomes or consequences of that behaviour 
are also needed to capture the whole meaning of performance. The literature has 
revealed that it is difficult to explain performance without referring to both the 
behaviour and its associated outcomes (Sonnentag & Frese 2003). As a result, 
Viswesvaran and Ones (2000, p. 216) defined employees’ performance as ‘scalable 
actions, behaviours and outcomes that employees engage in or bring about that are 
linked with and contribute to organisational goals’. 
Another reason for the state of disagreement regarding how to conceptualise 
employees’ performance is the dynamism or variability that exists in employees’ 
performance. This is partly because of the fact that employees’ performance differs 
across jobs, which has resulted in a large number of definitions and measures 
(Koopmans et al. 2011). Additionally, employees’ performance is a concept that is 
not stable and usually changes over time because of learning processes and other 
psychological and physiological factors (Sonnentag & Frese 2003). Thus, it is 
important to investigate the causes of such variability. The job performance literature 
has revealed different methods and theories to address the determinants that cause 
variability in employees’ performance, which can be grouped into two main 
determinants, namely, individual and situational determinants.
2
 Among many models 
                                                          
2
 Individual determinants focus on performance differences between individuals and identify the 
factors that affect individual performance, whereas situational determinants refer to the environmental 
factors outside individual control that help or hinder the effectiveness of performance (Sonnentag & 
Frese 2003). 
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proposed to study the variability in performance, the AMO model—employees’ 
ability (A), motivation (M) and opportunity to participate (O)—was perceived to be 
the one that best integrates and captures the essence of both individual and situational 
determinants of performance. 
The basic underlying logic of the individual perspective is that employees’ 
differences in performance are largely attributed to their ability (A) and motivation 
(M) to perform. This was reflected by the well-established study of Campbell et al. 
(1993). They defined employees’ performance as a function of knowledge, skills and 
motivation, which later became known as the individual-level theory of job 
performance (Liao et al. 2009). The theory suggests that an individual employee’s 
performance is affected by the level of KSAs possessed, and whether he or she is 
motivated to do the job effectively. 
A limitation of the individual-level theory of job performance, however, is that it 
ignores the situational factors that could affect the end performance. The importance 
of accounting for the situational factors is better explained by the example provided 
by Blumberg and Pringle (1982, p. 561): 
In the preface to Work and Motivation, Vroom (1964) acknowledges that 
completion of his book was facilitated by a Ford Foundation faculty fellowship, a 
General Electric Foundation grant, critiques by his students and colleagues, 
permission to quote from various publications, assistance in the preparation of the 
bibliography, and help from his wife. All of these clearly are elements of the 
external environment which cannot be adequately predicted or explained by the 
Ability × Motivation formulation. 
Accordingly, if they do not have access to the necessary resources and do not have 
the necessary space to apply their KSAs, the performance of skilled and motivated 
employees could be negatively affected. At this point, the opportunity to participate 
(O) dimension was proposed to act as the third dimension of the individual-level 
theory of job performance (Blumberg & Pringle 1982; Lepak et al. 2006). In 
conclusion, the AMO model is a combination of individual and situational factors 
that determine employees’ performance. To achieve the desired performance, an 
organisation should pay close attention to the AMO model by making sure that its 
employees possess the required KSAs and have the opportunity to participate. 
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The elegance of the AMO model and its theoretical and logical power of explaining 
individual performance has created an ongoing trend among researchers to use this 
model to explain a wide range of behaviours in different disciplines. For example, 
the AMO model has been successfully used in marketing research, specifically to 
study communication effectiveness and consumer choice (Maclnnis, Moorman & 
Jaworski 1991). The model was also tested in operations management research when 
Siemsen, Roth and Balasubramanian (2008) conducted their study to investigate the 
link between the AMO model and knowledge sharing. More interestingly, the AMO 
model was found to be one of the most studied models in the HRM literature and one 
that was used as a mechanism to link HRM to OP (Appelbaum et al. 2000; Boselie, 
Deitz & Boon 2005; Boselie & Veld 2012; Bos-Nehles, Van Riemskijk & Looise 
2013; Boxall, Guthrie & Paauwe 2016; Elorza, Aritzeta & Ayestarán 2011; Jiang et 
al. 2012; Runhaar 2016). A detailed discussion of how the AMO model has 
contributed to defining and conceptualising the concept of HRM will be presented in 
the next section. 
 
2.6.2 AMO Model in the HRM Context 
The advent of the AMO model has contributed significantly to answering the 
questions regarding ‘how to conceptualise and operationalise HRM’. Given that the 
ultimate objective of an HRM system is to elicit desired attitudes and behaviour 
through designing and implementing a set of HRM practices (Nishii, Lepak & 
Schneider 2008), and given that employees’ performance is a function of their 
ability, motivation and opportunity to participate (Campbell et al. 1993), an 
assumption can be made that, to achieve better performance, the HRM system should 
be designed in a way that effectively enhances the three dimensions of the AMO 
model. Consequently, Boselie and colleagues (2005) contended that the AMO model 
has helped in understanding how HRM is operationalised when studying the 
relationship between HRM and performance. As a result of the AMO model, a 
consensus has emerged regarding how to conceptualise HRM (Alfes et al. 2013). 
According to Jiang et al. (2012, p. 75), ‘all HR systems share a common make-up in 
their basic composition; such HR systems operate through influencing employees’ 
abilities to perform, motivation to perform, and opportunities to perform’. In other 
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words, the HRM system positively affects firm performance by affecting one of the 
three main pillars of the AMO model: 
 increasing employees’ KSAs 
 motivating employees to perform to their potential 
 giving employees the opportunity to apply their skills and to participate in the 
decision-making process related to their job. 
Although the majority of research conducted after 2000 has used the AMO model 
(Boselie, Dietz & Boon 2005), most empirical research has focused on only one 
dimension of the AMO model (Jiang, Takeuchi & Lepak 2013). Moreover, Boxall, 
Ang and Bartram (2016) argued that researchers were largely interested in the ‘A’ 
and ‘M’ dimensions of AMO, but little attention was paid to the ‘O’ dimension. 
However, according to the classic work of performance theories (Blumberg & 
Pringle 1982), the AMO dimensions ‘must all be present, at least to some degree, in 
order for the task to be performed’ (Bos‐Nehles, Van Riemsdijk & Kees Looise 2013 
p. 863); otherwise, a drop in performance is expected whenever one of the three 
dimensions of the AMO model drops. In other words, an employee who has a high 
level of skills and abilities but who is not motivated to do his or her job simply will 
not perform the job effectively. Similarly, employees with a high level of skills who 
are motivated but lack the opportunity to participate will not benefit from their skills 
and motivation since they are unable to perform the job effectively. Accordingly, it is 
important to study all the dimensions of the AMO model simultaneously. 
Additionally, even though the AMO model has been shown to act as a mediating 
variable between HRM and OP, few empirical studies have empirically tested the 
effects of the HRM system on the AMO model (Jiang, Takeuchi & Lepak 2013). The 
literature indicates that the AMO model has been used largely as theoretical guidance 
to the best choice of HRM practices, not to empirically test whether those practices 
indeed affect employees’ performance represented by the AMO model (Appelbaum 
et al. 2000; Bos-Nehles Van Riemsdijk & Kees Looise 2013; Gardner Wright & 
Moynihan 2011). Therefore, this study attempts to address these gaps by empirically 
studying the effects of the HRM system on the AMO model. 
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2.7 Organisational Commitment 
Employees’ attitudes are considered one of the important variables in the mediating 
stage of the HRM–OP relationship (Deer & Reeves 1995). Employees’ attitudes have 
been largely defined in terms of job satisfaction and organisational commitment. 
This study, however, focuses on organisational commitment to act as a mediating 
variable in the ‘black box’ stage. According to Benjamin (2012), job satisfaction is 
greatly influenced by daily fluctuations, which makes it an inappropriate factor to 
predict employees’ behaviour. Therefore, organisational commitment is considered 
more stable than job satisfaction in predicting behaviour (Paré & Tremblay 2007). 
Organisational commitment is defined as ‘a state in which an employee identifies 
with a particular organisation and its goals and wishes to maintain membership in the 
organisation’ (Robbins & Judge 2009). Because of its importance as a predictor of 
critical employees’ behaviour, such as OCB, organisational commitment has been 
studied for more than 30 years and has been a key topic of interest of many managers 
and researchers (Sanders, Dorenbosch & de Reuver 2008). Moreover, the literature 
has revealed that organisational commitment is considered an important variable in 
the mediating stage of the HRM–OP relationship (Ahmad & Schroeder 2003). Thus, 
a great number of studies have linked HRM to OP through organisational 
commitment (Kehoe & Wright 2013; Nishii, Lepak & Schneider 2008; Paré & 
Tremblay 2007; Sanders et al. 2008). 
The concept of organisational commitment is largely based on social exchange 
theory and the ‘norm of reciprocity’ (Blau 1964). The theory states that when 
someone receives good treatment from another person, he or she will feel a sense of 
obligation to return the good treatment. Thus, when employees perceive that the HR 
department, for example, cares about their wellbeing, treats them fairly, and invests 
in their skills and abilities, they will reciprocate by showing high levels of 
commitment to their organisation (Kehoe & Wright 2013). Organisational 
commitment, according to Meyer and Allen (1991), includes three main dimensions: 
(a) affective commitment, which represents the emotional part and the belief in the 
organisation’s values and goals; (b) continuance commitment, which is the relative 
cost associated with leaving the organisation; and (c) normative commitment, which 
represents the ethical and moral obligation to stay with the organisation. Although 
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the conceptualisation of organisational commitment proposed by Meyer and Allen 
(1991) has received much appreciation in the literature, this study focuses only on 
‘affective commitment’. 
 
2.7.1 Affective Commitment 
Despite the technological, managerial and communication advances that 
organisations may have, organisations usually depend on their employees to achieve 
their strategic objectives. Individual employees can make the difference in achieving 
organisational objectives, and may become a source of competitive advantage 
(Colvin & Boswell 2007). Moreover, organisations operating in the service 
environment are usually in urgent need of employees ‘going the extra-mile’ in their 
behaviour (Aryee et al. 2013). Thus, employees’ extra-role behaviour is perceived to 
be a major concern for both organisations and researchers. Consequently, a 
tremendous effort has been directed to finding the best way through which 
organisations can capitalise on this source of competitive advantage. Organisational 
commitment (Meyer & Allen 1991) has been proposed to delineate the means 
through which organisations can benefit from their employees’ behaviour. 
Organisational commitment has been found to be strongly correlated to positive 
employee behaviour (Sanders, Dorenbosch & de Reuver 2008). A review of the 
literature, however, has revealed that among the three dimensions of organisational 
commitment, it is affective commitment that positively affects the extra-role 
behaviour or the so-called ‘organisational citizenship behaviour’ (OCB) (Kehoe & 
Wright 2013; Morrison 1996; Paré & Tremblay 2007). Unlike continuous 
commitment, which is based on the economic exchange relationship, affective 
commitment is a concept closely related to the social exchange relationship, which is 
considered a prerequisite for OCB
3
 (Kehoe & Wright 2013; Organ 1990). In 
addition, Paré and Tremblay (2007) have argued that continuous commitment may 
negatively affect employees’ willingness to put in extra effort for the benefit of the 
organisation. Finally, Meyer and colleagues (2002, p. 20) have argued that affective 
commitment has ‘the strongest and most favourable correlations with organisation-
                                                          
3
 Refer to Chapter 4 for more details. 
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relevant (attendance, performance, and OCB) … outcomes’. Therefore, this study 
focuses on affective commitment. 
Affective commitment is defined as employees’ ‘emotional attachment to, 
identification with, and involvement in the organisation’ (Meyer et al. 2002, p.21). 
Employees who show high affective commitment are likely to align their own 
interests and objectives with those of the organisation (Bell & Menjuc 2002) and, 
hence, a high level of OCB is likely to exist. The importance of affective 
commitment has led many researchers to study the concept as one of the mediating 
variables in the HRM–OP relationship (Camelo-Ordaz et al. 2011; Chang & Chen 
2011; Gilbert et al. 2011; Kehoe & Wright 2013). Therefore, this study attempts to 
explore how affective commitment mediates the HRM–OP relationship. 
 
2.8 Organisational Citizenship Behaviour (OCB) 
Service organisations usually depend on their employees to deliver excellent service 
to their customers and thereby achieve customer satisfaction (Gavino et al. 2012). 
Thus, having well-trained and qualified employees equipped with the required 
behaviours is necessary in such an environment. Moreover, service organisations 
exist in an environment characterised by randomness because of the unpredictable 
nature of the behaviours required to satisfy customers (Aryee et al. 2013). Therefore, 
in service contexts, employees’ behaviours that are considered important to provide 
high SQ are usually not mentioned in the formal job description. Instead, necessary 
behaviours are discretionary and not formally required by the employer (Nishii, 
Lepak & Schneider 2008). According to the above arguments, OCB is intended to be 
the panacea to such dilemma. That is, OCB is defined as discretionary behaviours 
adopted by employees that are not detailed precisely in their job descriptions 
(Podsakoff et al. 2000). 
According to the literature, the interest in studying discretionary behaviour can be 
traced back to the work of Katz (1964). Katz argued that organisational effectiveness 
is dependent on employees doing the prescribed and assigned job activities as well as 
activities that go beyond the prescribed roles. Subsequently, the notion of 
discretionary behaviour was met with great appreciation and the concept started to 
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reshape itself theoretically. Consequently, a new theoretically based concept (OCB) 
emerged, which is more precisely directed to studying discretionary behaviour in 
terms of its dimensionality, antecedents and consequences. Organ and colleagues 
(Bateman & Organ 1983; Smith, Organ & Near 1983) were the first to develop the 
concept of OCB. According to Organ (1988, p. 4), OCB is defined as ‘individual 
behaviour that is discretionary, not directly or explicitly recognised by the formal 
reward system, and that in the aggregate promotes the effective functioning of the 
organisation’. 
Since then, researchers have devoted a great deal of time and effort to formulating 
and determining the specific contents of OCB (Smith Organ & Near 1983). Among 
the many conceptualisations of OCB, Organ’s (1988) five dimensions of OCB have 
received the greatest support from researchers and have been widely accepted as a 
theoretical basis in the past three decades (Lepine, Eraz & Johnson 2002). One 
possible explanation of such theoretical acceptance of Organ’s (1988) model is that 
the model was empirically justified through a sound measure developed by 
Podsakoff and colleagues (1990). 
According to Organ (1988), OCB is better conceived as a construct that includes five 
main dimensions: 
1. Altruism refers to helping other employees who have been absent, or face 
work-related difficulties in doing their job, for example, helping new 
employees who do not know exactly how the work is done. 
2. Courtesy refers to the efforts exerted by an employee to prevent work-related 
problems with others (Bell & Menjuc 2002). An example of courtesy would 
be consulting others before taking any actions that might affect other 
employees (Lepine, Eraz & Johnson 2002). 
3. Sportsmanship refers to tolerance and not complaining about trivial matters 
(Organ 1988). 
4. Civic virtue refers to actively participating in the organisational life, for 
example, an employee is willing to give advice, share information, and 
voluntarily attend and participate in organisations events (Podsakoff & 
MacKenzie 1997). 
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5. Conscientiousness refers to behaviour that goes beyond the standard 
requirement, for example, an employee is willing to attend before the 
required time and leave after the required leaving time. 
A review of the literature has indicated that OCB is an important factor that 
significantly affects organisational outcomes, including SQ, especially in the service 
environment (Vigoda-Gadot et al. 2007). Because of the unpredictable nature of 
services, organisations should avoid restricting their employees to certain specific 
and mandated tasks and activities (Bienstock, DeMoranville & Smith 2003; Morrison 
1996). Katz (1964, p. 132) supported this argument, stating that ‘an organisation 
which depends solely upon its blueprints of prescribed behaviour is a very fragile 
social system’. Thus, OCB is strongly advised for service organisations to achieve 
high SQ. 
The significance of OCB for achieving high SQ has led many researchers to 
investigate the possible effects of OCB on service quality. Despite the impressive 
outcomes of those studies, some theoretical questions were raised by the literature. 
The first concern was related to the reliance on measuring the effect of front-line 
OCB on SQ (Bell & Menjuc 2002; Bienstock DeMoranville & Smith 2003; Yoon & 
Suh 2003). Front-line employees are important and largely considered ‘the lifeblood 
of service organisations’ (Bienstock DeMoranville & Smith 2003). Relying solely on 
front-line employees, however, is theoretically incomplete. According to the internal 
marketing concept (George 1990; Grönroos 1985), the interaction between 
employees within the organisation is as important as the interaction between front-
line employees and customers. In other words, it does not make sense to promise 
customers high SQ while it is not provided internally. Thus, OCB should be adopted 
by all organisational members and only by doing so will SQ delivery to customers be 
achieved. 
The second theoretical concern is that most studies conducted to investigate the 
relationship between OCB and SQ have focused on certain types of behaviour, 
namely, customer-oriented behaviour (Kelley 1992; Williams & Attaway 1996). 
Nobody can criticise the critical role customer-oriented behaviour can play in 
delivering high SQ, but other types of behaviour could significantly and positively 
affect service quality alongside customer-oriented behaviour. Saxes and Weitz 
(1982) proved in their study that behaviours other than customer-oriented behaviour 
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could have a positive effect on SQ. Thus, OCB could be the concept that captures the 
other behavioural manifestations of employees (Bell & Menguc 2002; Morrison 
1996). Therefore, this study investigates the possible effects of OCB adopted by all 
employees on SQ in the telecommunications companies in Kuwait. 
 
2.8 Service Quality (SQ) 
The monopoly and domination over the past two decades of the two 
telecommunications companies ‘Zain’ and ‘Ooredo’ was challenged when a third 
telecom company ‘VIVA’ was formed in 2008. The establishment of the third 
company intensified the competition among the three companies, and the first two 
companies started losing their market share to VIVA. Moreover, a new government 
regulation was issued allowing customers to transfer to another competing company 
while keeping their own contact numbers, thus imposing further pressure on telecom 
companies to retain their customers. As a result, to stay in business and compete in 
such an environment, companies have been seeking unique strategies and methods 
through which they can satisfy their customers and thereby increase their market 
share. According to Santouridis and Trivellas (2010), SQ is one of the important 
factors that significantly and positively affects customer satisfaction. Such 
importance is due to the strong impact that SQ has on customer loyalty and 
satisfaction, which in turn results in increased market share (Ostrowski, O’Brien & 
Gordon 1993; Santouridis & Trivellas 2010; Taylor & Baker 1994; Zeithaml 2000). 
SQ is now considered among the most important of OP indicators that service 
organisations should control and monitor (Van der Wal, Pampallis & Bond 2002). 
The growth of service sectors all over the world, as well as the positive associations 
between SQ and different OP indicators, has led researchers to think more 
thoroughly about how to conceptualise SQ (Schneider & White 2004). However, 
researchers have found difficulties in defining SQ because of the intangible nature of 
services (Brown 1991). One of the possible explanations for the difficulties in 
defining SQ is that the concept of quality is largely defined and measured from the 
manufacturing sector perspective (Parasuraman, Zeithaml & Berry 1985). Thus, the 
first step in conceptualising and defining SQ is to determine the features that 
distinguish services from goods. 
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According to the literature, services have three distinct characteristics (Parasuraman, 
Zeithaml & Berry 1985): 
1. Intangibility: In general, services are performance not objects, as argued by 
Parasuraman and colleagues (1985). Thus, services cannot be seen or held. In 
other words, they do not have ‘physical manifestation’ (Schneider & White 
2004). Mobile and internet services provided by telecommunications 
companies are considered an example of the intangibility feature of services. 
2. Inseparability: Services cannot be stored. Once a service is produced it is 
consumed; otherwise, it disappears. In addition, there is no apparent 
separation between the service provider and the customer. In other words, the 
service is produced and consumed at the same time (Morrison 1996). 
3. Heterogeneity: Because of the high customisation, services are more 
heterogonous than manufactured goods. Customers are not identical in their 
needs. This difference in customers’ needs results in different services being 
provided to each customers, thereby, high variability in the services. Also the 
differences existed in employees’ skills, abilities, and knowledge (KSAs), 
contribute to the differences occurred in the services been provided (Redman 
& Mathews, 1998).  
The above-mentioned characteristics of services have posed several challenges for 
service organisations when they attempt to control or measure SQ. For instance, 
because of the intangibility feature of services, organisations cannot measure the 
level of quality of the service until it has been consumed. Thus, it is extremely 
challenging to evaluate the quality before a customer has experienced it (Redman & 
Mathews 1998). In addition, since services are produced and consumed 
simultaneously, it is impossible to check the quality before delivering the service. 
Thus, quality is very much dependent upon the employees who deliver it. Finally, 
because of the heterogeneity of services, an organisation cannot maintain consistency 
in delivering high SQ. Customer differences as well as employees’ abilities play 
critical roles in determining the quality of the services. Accordingly, defining SQ 
through technical standards alone seems to be a distant reality. 
In an effort to address these challenges, researchers have realised that the only way 
an organisation can maintain high levels of SQ is by following the ‘user-based 
approach’ (Schneider & White 2004). The definition of SQ according to this 
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approach is largely based on the customer perception of quality. In other words, 
customers’ perceptions are used to determine the quality of the services. The 
underlying logic of this approach is simple. Schneider and White (2004, p. 10) stated 
that: 
The increased intangibility of service delivery means … that people cannot 
physically touch services, but can perceive them in their minds. Thus measuring 
the quality of service delivery as perceptions of the user is particularly appropriate 
for assessing the quality of services. Further, since a defining feature of services is 
their heterogeneity across time and people, an approach to quality that reflects this 
variability in service delivery is essential for defining service quality. 
Finally, customers are the end users of the service, and because of the intangibility, 
inseparability and heterogeneity of services, organisations are not able to know how 
high quality their services are. Only by asking customers can organisations determine 
SQ features (Van der Wal Pampallis & Bond 2002). 
Therefore, both Lewis and Booms (1983) and Grönroos (1984) argued that SQ could 
be defined as an evaluation process, where customers compare their expectations to 
their actual experience of the service. Among many efforts to explore how customers 
perceive SQ, Parasuraman and colleagues’ (1985, 1988) studies are considered the 
most popular and theoretical (Schneider & White 2004). The authors conducted a 
series of interviews and focus groups with executives and customers in order to 
develop a theoretical conceptualisation of how to define SQ. A significant conclusion 
of their study is that SQ can be defined using five dimensions based on the gaps 
between customers’ expectations and actual experience. These dimensions can be 
summarised in the following points: 
1. Assurance refers to employees’ KSAs and courtesy, and the ability to inspire 
trust and confidence (Parasuraman, Zeithaml & Berry 1988). 
2. Empathy refers to the ability of the organisation to give its customers 
personalised attention and care (Schneider & White 2004). 
3. Reliability refers to the ability to deliver the promised service dependably and 
accurately (Schneider & White 2004). 
4. Responsiveness refers to a willingness on the part of the organisation to 
provide prompt services and help. 
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5. Tangibles refers to the organisation’s physical appearance in terms of 
facilities, equipment, employees and communication materials (Parasuraman, 
Zeithaml & Berry 1988). 
Parasuraman and colleagues’ study (1988) significantly contributed to the field of SQ 
by easing the way for organisations to understand better how to measure their SQ, 
and, hence, deliver high SQ. In other words, organisations can ensure high SQ by 
conforming to the five dimensions of SQ. For example, organisations, through their 
courteous employees, should be able to deliver the promised service accurately and 
dependably, and, at the same time, inspire trust and confidence. Moreover, their 
employees should show a willingness to provide prompt services and be happy to 
help their customers. In addition, employees should be able to personalise their 
communications with customers and show careful attention to their personal needs. 
Finally, they should invest in their physical appearance in ways that capture their 
customers’ attention. 
 
2.9 Summary 
This chapter was designed to provide a comprehensive review of the literature on the 
HRM–OP relationship. A thorough discussion was provided to address both Guest’s 
(1997) call for theory development in HRM and OP, and how HRM is linked to OP, 
which is known as the black box. The literature has revealed several debates 
regarding how to conceptualise HRM, which can be summarised in two main 
debates: 
1. The first concerns whether to conceptualise HRM as a system of interrelated 
practices or to study the effect of individual HRM practices on OP indicators. 
The literature revealed that the systematic perspective of HRM is more 
compelling and usually outperforms individual HRM practices. This is 
because of the possible synergy that could occur in such systems. 
2. The second concerns the trade-off between best-practice HRM and best-fit 
HRM. It is clear from the literature that the trend in recent years in the area of 
strategic HRM has been to adopt the notion of best-fit HRM. Unfortunately, 
the noticeable dearth of research empirically justifying the best-fit approach 
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has been used as evidence that best-practice HRM is more practically and 
theoretically justified. This problem was solved by the literature through 
proposing an abstract-level HRM rather than studying a specific set of HRM 
that could be affected by firm-specific conditions. 
Regarding OP theory, the literature indicates that OP has been assessed solely based 
on shareholder theory. This has been strongly challenged by stakeholder theory for 
its ignorance of other factors and resources, which altogether affect shareholder 
wealth. Accordingly, OP has been perceived as a four-measurement sequence, 
namely, HR outcomes (attitudes and behaviour), organisational outcomes 
(productivity and quality), financial outcomes and, lastly, market outcomes. 
Finally, the literature is clear that the relationship between HRM and OP is better 
addressed as an indirect relationship. Such an indirect relationship includes 
mediating variables (AMO model, affective commitment and OCB) and moderating 
variables, including how effectively the HRM system is implemented and 
communicated to employees through having a strong HRM system. The strong 
system, in turn, is intended to create a strong climate among employees, which acts 
to moderate the relationship between the HRM system and the AMO model. 
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Chapter 3: Research Context 
 
3.1 Introduction 
This chapter outlines the major aspects and characteristics of the research context 
and includes three parts. First, a general background and a brief introduction to the 
state of Kuwait will be discussed in sections 3.2 to 3.7. This part presents 
information about the sociocultural, political–legal and environmental characteristics 
of Kuwait. Second, a discussion about the telecommunications sector in Kuwait will 
be presented in Section 3.8. Finally, an introduction to HRM in Kuwait in terms of 
the evolution of HRM and the factors that affect the function of HRM will be 
presented in Section 3.9. 
 
3.2 Geography of Kuwait 
The state of Kuwait is a small, high-income country located at the heart of the 
Middle East region. It is located to the Northwest of the Arabian Gulf. Kuwait has 
borders to the north with the Republic of Iraq, to the south and south-west with Saudi 
Arabia, and to the west with the Arabian Gulf. Although the state of Kuwait is a 
small country, it has a strategic geographic importance due to its location, which 
gives the country a long-standing commercial significance. That is, Kuwait is the 
natural gateway to the north-east of the Arabian Peninsula. According to the Central 
Statistical Bureau of Kuwait (2014), the total area of Kuwait is 17,818 square 
kilometres. 
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Figure 3.1 Geographical location of Kuwait 
 
 
3.3 Population 
According to the Central Statistical Bureau of Kuwait (2014), the total population in 
Kuwait is 3,065,850. Table 3.1 demonstrates the whole population of Kuwait, 
including Kuwaitis and non-Kuwaitis. 
 
Table 3.1 Kuwait population for the years (1965–2011) 
Year Kuwaiti Non-Kuwaiti Total % of Kuwaitis 
1965 168,793 298,546 467,339 36.1 
1975 307,755 687,082 994,837 30.9 
1985 470,473 1,226,828 1,697,301 27.7 
1995 653,616 921,954 1,575,570 41.5 
2005 860,324 1,333,327 2,193,651 39.2 
2011 1,089,969 1,975,881 3,065,850 35.6 
Source: Central Statistical Bureau of Kuwait (2014) 
The growth rate of Kuwait’s population was 5.29% in the period (2005–2010). It is 
expected to decrease by about 1.15% in 2045. With regard to the male/female make-
up, Kuwait’s population is dominated by males. According to the Central Statistical 
Bureau of Kuwait (2014), 56.7% of the population are male versus 43.3% female. 
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Regarding the percentage distribution of Kuwait’s population by age group, it is clear 
from Table 3.2 that the majority of Kuwaiti citizens were found to be in the age 
group of 25–44, at 57.2%. In contrast, non-Kuwaiti citizens were found concentrated 
in the age group of 0–19, at 37.2%. 
 
Table 3.2 Percentage distribution of Kuwait population by age group 
Age group Kuwaiti Non-Kuwaiti 
0–4 6.1 13.4 
5–9 4.7 12.2 
10–14 3.9 11.6 
15–19 3.3 10.9 
20–24 7.9 9.6 
25–29 15.5 7.9 
30–34 17 6.7 
35–39 13.6 6 
40–44 11.1 5.5 
45–49 7.5 4.7 
50–54 4.7 3.6 
55 ≥ 4.7 7.9 
Total 100 100 
Source: Central Statistical Bureau of Kuwait (2014) 
 
3.4 Language and Religion 
The official language in Kuwait is Arabic. At the same time, the English language is 
considered an official language alongside Arabic in the business environment, 
especially the private sector. This is because Kuwait is an open country for foreign 
investments and English language is taught at schools as a second language. 
Regarding the prevailing religion in Kuwait, the majority of the population are 
Muslim with a few Christian families. Table 3.3 illustrates the religious make-up of 
Kuwait population (Kuwaiti and non-Kuwaiti) 
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Table 3.3 Population by religion and nationality groups, 2014 
 Residents’ Nationality 
Religion Kuwaiti Arabs Asian African European North 
American 
South 
American 
Australian Total 
Muslim 1,275,560 1,079,982 715,197 22,366 5,801 11,956 773 1,256 3,112,891 
Christian 259 58,151 611,533 35,817 8,720 8,120 610 422 723,632 
Other (not 
mentioned) 
38 4,531 242,737 5,931 904 1,188 76 65 255,470 
Total 1,275,857 1,142,664 1,569,467 64,114 15,425 21,264 1,459 1,743 4,091,993 
Source: The Public Authority for Civil Information (Kuwait, 2014). 
 
3.5 Political and Legal Environment in Kuwait 
Kuwait is considered a democratic country and is perceived to be the most liberal 
society in the Arab region. Kuwait has a written constitution that regulates the 
relationship between the rulers and society. The Al Sabah family is the ruling family 
in Kuwait, and the legislative power is derived from both the National Assembly 
Parliament and the Kuwait ruler, the ‘emir’. Kuwait is one of the countries to have 
suffered from the so-called ‘Arab Spring’. Unfortunately, a negative impact of the 
chaos that resulted from the Arab Spring has spilled over into Kuwait. During the 
period 2012–2014, the Kuwait opposition party led by ‘Muslims Brotherhood’ 
organised a mass protest march against Kuwait regulations and the emir. During that 
period, political instability was witnessed that had negative consequences on Kuwait 
society as well as on the business environment in general. 
Regarding the legal system adopted in Kuwait, Egyptian civil law is officially 
recognised alongside Sharia law. The high court of Kuwait has two main parts. The 
first is concerned with taking cases related to crimes and commercial disputes by 
following the Latin civil law codes. The second court specialises in solving civil 
disputes. There is also a religious court, which deals with family-related issues. 
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3.6 Social and Cultural Environment in Kuwait 
Kuwait is well known for its active society. It is normal in Kuwait to witness 
different associations and unions such as trade and professionals’ unions, Islamic 
organisations and women’s associations, among others. In addition, since Kuwait is 
an Arabic country, according to the World Factbook (2014), almost 60% of the 
population is made up of Arabs. Kuwait society enjoys several characteristics that set 
it apart from its neighbours. Ali and Al-Kazemi (2006) have stated that: 
relative to their neighbours, the Kuwaitis have been exposed for a relatively long 
period to new ideas and customs. As a result, they have developed the spirit of 
competition, canniness, and gamesmanship in their relationships with others. 
Nevertheless, they adhere to the traditional aspects of authority in group 
cohesiveness and obedience. 
Although Kuwait society has been exposed for a relatively long time to Western 
culture (Mitchell et al. 2014), the tribal nature and the Islamic orientation still affect 
the norms of Kuwait society. In general, the best way to describe any society is to 
rely on the work done by Hofstede (1984). Hofstede (1984) has differentiated 
countries according to four cultural differences, namely, individualism versus 
collectivism, large versus small power distance, strong versus weak uncertainty 
avoidance, and masculinity versus femininity. Table 3.4 presents Kuwait against 
each cultural category. 
 
Table 3.4 Kuwait cultural aspects according to Hofstede (1984) 
Cultural 
Dimension 
Ranking 
Individualism 
Versus Collectivism 
Power 
Distance 
Uncertainty 
Avoidance 
Masculinity 
Versus 
Femininity 
High  ×   
Moderate   × × 
Low ×    
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3.7 Economy 
Kuwait’s economy is classified as a high-income economy according to the World 
Bank list of economies (2015). The Kuwait economy is mainly dependent on the oil 
industry, since the petroleum and gas sector represents the main source of national 
revenue of the country. The exports revenues of oil account for nearly 60 % of the 
GDP and 94% of export revenues, which were estimated to be about $92 billion in 
2013. According to the US Energy Information Administration report (EIA, 2014), 
Kuwait is considered the fourth largest exporter of oil in the world after Saudi 
Arabia, Russia and the Emirates. Moreover, it has an estimated 102 billion barrels of 
oil reserves, which is equal to roughly six% of the world’s total oil reserves (EIA 
2014). 
Aside from the oil sector, however, Kuwait’s economy has many sectors that 
significantly contribute to the overall GDP. The industrial sector, according to the 
World Factbook (2014), makes up to 50.6% of the GDP, whereas the service sector 
makes up to 49.1%. 
The rapid growth of Kuwait’s economy and technology have significantly 
contributed to the emergence of a vast amount of different job opportunities. This, in 
turn, is reflected in the decreased percentage of unemployment, which is estimated to 
be at around 2.1% of the population, as mentioned in the World Economic Outlook 
(International Monetary Fund [IMF] 2014). 
 
3.8 Telecommunications Sector in Kuwait 
The strong economy of Kuwait, which has resulted from the high revenue generated 
from the oil industry, has paved the way to provide high SQ in almost all sectors. In 
addition, the high standard of living of Kuwaiti citizens has pushed the government 
to invest heavily in the infrastructure of different sectors. The telecommunications 
sector is one of the main sectors to have received considerable attention from the 
Kuwaiti government. 
Historically, the telecom industry in Kuwait was controlled by the government, 
which in turn has determined the type and price of the services provided. To begin 
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with, there was only a single state-owned company called ‘MTC’, which provides 
both mobile and fixed landlines. Because of the high revenues generated from the oil 
industry and the continuous demand imposed by the Kuwaiti parliament to improve 
services, however, the government liberalised the telecommunications sector by 
privatising MTC in 1999. Since then, the telecommunications sector in Kuwait has 
witnessed drastic improvements in the services provided. 
The telecommunications sector in Kuwait consists of three major segments. The first 
segment includes the internet providers and comprises six major companies Fast-
telco, Gulf net, Mada, Kems, Quality net, and Wimd. The second segment includes 
mobile and internet providers, which comprise three major companies—Zain, VIVA, 
and Ooredoo. The third segment includes all the telecom retailers. The current study 
focuses on the mobile and internet providers, since they represent the most powerful 
influence on Kuwait’s economy. 
The telecommunications sector in Kuwait is considered one of the most important 
economic sectors not just in Kuwait but in the Middle East, which brings it under the 
focus of attention of many investors from within and without Kuwait. It has been 
mentioned in Section 3.7 that the service sector makes up to 49.1% of Kuwait’s GDP 
(World Factbook 2014), and the telecommunications sector is one of the most active 
and influential players in Kuwait’s service sector economy. For example, in terms of 
market capitalisation,
4
 the telecommunications sector is considered to occupy second 
place after banks, with a market capitalisation weight of 11% (Figure 3.2) 
                                                          
4
 Market capitalisation is defined as the total dollar market value of the shares outstanding of a 
publicly traded company. 
63 
Figure 3.2 Market capitalisation weight 
 
Source: KAMCO Research, Kuwait Stock Exchange Daily Bulletin (2014) 
 
Moreover, the Kuwait telecom sector has witnessed a dramatic increase in the mobile 
and internet penetration rate
5
 indexes since 1999, when the telecommunications 
sector was privatised by the Kuwaiti government. For instance, the mobile 
penetration rate was predicted to increase from 76.1% in 2005 to 129.9% in 2009 
(Capital Standards 2011). A further increase was witnessed in 2012, which indicates 
a penetration rate of about 150% (Capital Standards 2013). An even higher 
penetration rate was reported to be around 220% by the end of the first quarter of 
2015 (Hasan, Chelab & Ansari 2015). Moreover, according to Hasan and colleagues 
(2015), the telecommunications sector in Kuwait has registered the highest 
penetration levels in the MENA region. Figures 3.3 and 3.4 indicate the trend in the 
fixed-line, mobile and internet penetration rates in Kuwait and the MENA region. 
                                                          
5
 Mobile penetration rate is defined as the number of active mobile phone and internet users within a 
specific population. 
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Figure 3.3 Trends in fixed-line, mobile, and internet penetration rates (%) 
 
Source: Capital Standards 2011, 2013; Hasan, Chelab & Ansari 2015; Kaposi 2014 
 
Figure 3.4 MENA region telecom penetration rate 
 
Source: Hasan, Chelab & Ansari 2015 
 
The dramatic increase in the penetration rates is largely attributed to the fact that the 
telecom sector in Kuwait is a well-developed and advanced sector; moreover, it is 
considered one of the first markets in the MENA region that operated the 4G LTE 
network (Hasan, Chelab & Ansari 2015). Despite the huge advancement that the 
telecom sector is witnessing, this sector remains the only sector in the Arab Gulf 
region that lacks an independent telecom regulator (Almutawa 2011). 
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Such high penetration rates, in addition to the absence of a regulator, however, has 
increased the growth potential of Kuwait telecom sector, which in turn makes it more 
attractive to foreign investors. Indeed, the Kuwait telecom sector has witnessed new 
competitors from Saudi Arabia and Qatar represented by VIVA and Ooredoo, 
respectively. 
The telecommunications sector in Kuwait has been controlled by two giant 
companies, namely, Zain and Ooredoo. This monopoly by the two companies 
continued until 2008 when a new company, VIVA, entered the market as a third 
mobile and internet service provider. The entrance of VIVA, which was supported by 
STC in December 2008, has increased the competition in the telecom sector. As a 
result of such competition, the profit margin of both companies was affected and the 
market share has declined for both Zain and Ooredoo from 57% and 43% in 2008 to 
42.2% and 33.6% respectively in 2013 (Figure 3.5). Table 3.5 shows some general 
information about each company. 
 
Figure 3.5 Kuwait telecommunications companies’ market share 
 
Source: Capital Standards, Industrial Research Feb2013; Hasan and Faruqui, 2013. 
Zain 
57% 
Ooredoo 
43% 
Market Share 2008 
Zain 
42% 
Ooredoo 
34% 
Viva 
24% 
Market Share 2013 
66 
Table 3.5 Kuwait telecommunications general information in the 3
rd
 Q 2013 
 Zain Ooredoo VIVA 
Capital (KWD) 432,705,890.000 50,403,276 49,940,000 
Subscribers (million) 2.40 1.91 1.38 
Market share (%) 42.2% 33.6% 24.2% 
Years of existence 32 16 7 
Source: Kuwait Stock Exchange website; Capital Standards, Industrial Research Feb2013; Hasan & Faruqui, 
2013. 
 
3.9 HRM in Kuwait 
One of the most controversial debates in the HRM literature is whether to perceive 
HRM as a best-practice or best-fit approach
6
 (Savaneviciene & Stankeviciute 2011). 
The basic underlying logic behind the best-fit approach is that organisations conduct 
their businesses in different contexts. These contexts, however, are characterised by 
different sociocultural, political–legal, and economical–technological factors, which 
may have some influence on the functionality of HRM. Moreover, a study conducted 
by Aycan and colleagues (2000) has proved that culture can play a significant role in 
shaping HRM practices. Although the current study attempts to compare the two 
conceptualisations of HRM (best practice and best fit), it is important to shed light on 
the context in which HRM is operating. HRM in Kuwait has evolved as a result of 
the different transformations of Kuwait society. The best way to understand HRM in 
Kuwait is to review the historical evolution of HRM in Kuwait. 
Kuwaiti society was a Bedouin community that relied on fishing, hunting and 
pearling activities. The majority of the workforce comprised Kuwaiti citizens who 
worked on a daily wage basis to support their families. HRM practices were 
completely ignored in this period. After oil exploration, however, the situation 
completely changed and developmental programmes were initiated in order to 
enhance and strengthen the economy. This period witnessed a dramatic increase in 
the numbers of expatriates, especially British and Arab expatriates (Ali & Al-Kazemi 
2006). 
                                                          
6
 See page 19 for more details about best practice versus best fit. 
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Oil exploration in Kuwait has resulted in the formation of several new governmental 
organisations, and a positive relationship between government and private 
organisations has increased to assist the development pace. The increased numbers of 
government organisations and the prevailing ambitious economy in Kuwait paved 
the way for HRM to appear as an important managerial activity. However, during 
this period, HRM was viewed as conventional HRM with limited tasks confined to 
keeping personnel records and advertising for vacant job positions. Since then, the 
interest in the HRM function has increased ‘due to a sudden increase in the size of 
manpower, the use of foreign consulting services, and the presence of a large number 
of multinational corporations (MNCs)’ (Ali & Al-Kazemi 2006). 
The HRM function has evolved through many stages and been affected by many 
factors that range from governmental to sociocultural and economic factors. The next 
sections include an overview of each factor and its influence of the function of HRM 
in Kuwait. 
 
3.9.1 Kuwaiti Government and HRM 
The Kuwaiti government is considered among the most important factors that 
contributed in shaping HRM in Kuwait. The welfare state principle
7
 adopted by 
Kuwait because of the huge increase in oil prices has increased the government’s 
commitment to offer a job to all Kuwaiti citizens in the government sector. The 
Kuwaiti government has issued several laws and decrees that regulate the manpower 
in both government and private sectors. For example, Law No. 38/1964 regulates 
employment in the private sector in terms of the type of employment contracts, 
disciplinary procedures, job terminations and benefit plans (Ali & Al-Kazemi 2006). 
In general, the laws and decrees have affected HRM functions in several respects. 
For instance: 
1. Training and development: The government provides all Kuwaiti citizens 
with the necessary skills and abilities through a programme called ‘The 
                                                          
7
 ‘The concept of a welfare state in Kuwait differs from that commonly held in the Western World. 
The state in Kuwait is responsible not only for providing social, health, housing, and educational 
services free or at a nominal price but also for providing secure jobs for all Kuwaitis’ (Ali & Al-
Kazemi 2006). 
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Restructuring of Manpower Programme’,8 which covers all the associated 
training and development costs. The programme aims at preparing Kuwaiti 
citizens to work in the private sectors by equipping them with necessary skills 
such as English language, computer skills and job-related skills, in 
accordance with the employer’s needs. 
2. Recruitment and selection: Organisations in Kuwait (both government and 
private) are subject to certain regulations that govern recruitment and 
selection practices. Organisations in Kuwait must provide the following 
information in their job advertisings: job title or name, hiring conditions, 
advertising period and place, all the required documents and the related 
selection criteria.
9
 Regarding the selection practices, there are several 
priorities that organisations must take into consideration when choosing 
among the job applicants. These priorities include seniority, age, marital 
status and experience. Older applicants who are married are given higher 
priority in the selection process, according to Decree No. 4/2000. 
 
3.9.2 Sociocultural Factors and HRM in Kuwait 
Organisations usually operate in a context characterised by several social and cultural 
factors that affect the way they conduct their businesses. Organisations, as a social 
unit, consist of groups of people who share some sociocultural norms. These cultural 
and social aspects or norms, may act as opportunities and threats for the organisation. 
Thus, organisations should pay close attention to the sociocultural environment so 
they can better capitalise on opportunities and avoid threats. Accordingly, HRM in 
Kuwait is prone to some opportunities and threats that stem from the sociocultural 
environment surrounding it. 
One of the factors found to have some effect on HRM in Kuwait is the prevailing 
religion. Recalling what was mentioned in Section 3.4, the majority of the Kuwaiti 
population comprises Muslims. In Islam, however, there exist some principles and 
guidelines that are assumed to have a positive effect on Muslim workers, which in 
turn could affect the HRM function. For example, the Prophet Mohammad, ‘Peace 
be upon him’, has advised all Muslims to master their work and to provide the 
                                                          
8
 Decree No. 3/2001. 
9
 Decree No. 4/2001. 
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highest possible quality in their work. He said, ‘Allah will be pleased with those who 
try to do their work in a perfect way’. Moreover, the religion of Islam urges all 
Muslims to adopt certain types of virtues and behaviours, which affect their 
relationships. For instance, Prophet Mohammad, ‘Peace be upon him’, says, ‘One is 
not a true believer until he desires for his brother what he desires for himself’. In 
addition, he says ‘fulfil the trust to those who trusted you, and do not betray those 
who betrayed you’. Thus, the religion of Islam calls for the formation of a society 
that is built on trust and honesty. These virtues and behaviours help in building 
confidence and trust, and strengthen the social and psychological contract between 
employees and their employers. 
Conversely, HRM in Kuwait is faced with several threats imposed by the 
sociocultural environment. Although the role that the principles and guidelines of 
Islam have in shaping the society in terms of building trust and honesty, some 
negative aspects still exist. These negative aspects are mainly due to the tribal nature 
of Kuwaiti society. For example, recruitment, selection, compensation and promotion 
have been a victim of the so-called ‘wasta’.10 In Kuwait, many HRM practices are 
affected by social connections. For instance, most of the hiring and promoting 
decisions in Kuwait (especially in the government sector) are largely based on ‘social 
connectivity, tribal identity, and political and sectarian allegiances’ (Ali & Al-
Kazemi 2006). 
 
3.9.3 HRM and the Private Sector in Kuwait 
Alongside the government regulations imposed on the private sector,
11
 several 
factors were found to affect the HRM function in the private sectors. These factors 
can be summarised as follows: 
MNCs: With the advent of oil, coupled with a sudden increase in all oil product 
prices, Kuwait has witnessed a remarkable increase in the numbers of MNCs. The 
interesting point is that these MNCs are mainly British, American and French, 
among others, who are adopting the Western management philosophy in conducting 
their businesses. Thus, MNCs have affected the way the HRM function is viewed in 
                                                          
10
 Wasta is an Arabic word that holds the same meaning as social connections. 
11
 Refer to Section 3.9.1. 
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Kuwait. Most of the HRM practices (recruitment, selection, training, performance 
appraisal and compensation) are effectively employed in these organisations. 
Kuwaiti citizens who work in these organisations ‘become more acquainted with new 
developments in the field of HRM’ (Ali & Al-Kazemi 2006). Moreover, local 
organisations have been affected by these MNCs. For example, some MNCs have set 
prerequisite conditions that imply upgrading of the HRM system in local companies. 
Thus, local organisations have been compelled to adopt the new management 
philosophies, which include HRM functions. Since then, the HRM function has 
increased in its importance. Now, it is perceived to be an indispensable management 
function in Kuwait. 
The increased number of MNCs has affected the labour market in Kuwait. The new 
management philosophies adopted by MNCs has changed the way local 
organisations’ executives and managers think about their businesses. Organisations 
in the private sector have come to realise that to be more competitive, employees 
who are qualified and well trained are sorely needed. At this point, foreign 
expatriates started competing with Kuwaiti citizens in the labour market. The 
increased number of expatriate workers in the private sector is attributed to several 
factors. First, they show high skills and abilities compared to Kuwaiti workers. This 
is because Kuwaiti workers do not show adequate interest in developing their skills 
and abilities in line with the labour market needs. Second, foreign expatriates are less 
demanding and cost the companies much less than their Kuwaiti counterparts. Third, 
they are more disciplined and show high levels of obedience. Finally, the 
compensation packages provided by the private companies are low compared with 
those offered by the government sector, which makes Kuwaiti workers prefer 
government jobs to private sector jobs. Therefore, recruitment and selection practices 
have been significantly affected by the increased reliance on expatriates. 
 
3.10 Summary 
Due to the strategic geographic location, Kuwait is considered one of the most 
important countries in the Middle East region. Oil exploration and the sudden 
increase in the oil prices have accelerated the development pace in Kuwait. The 
Kuwaiti government, as a result, has invested millions of dollars in improving the 
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infrastructure to provide better services for Kuwaiti residents. The 
telecommunications sector was one of numerous government development plans that 
sought to develop services. The telecommunications sector in Kuwait is one of the 
most developed and influential sectors in Kuwait and the MENA region. It includes 
three giant companies operating in different countries in the MENA region and 
adopting the latest management philosophies, including HRM. 
Although the HRM function in Kuwait has evolved to a degree where the majority of 
organisations (both private and government) have perceived HRM as an important 
function to achieve competitive advantage, few studies were found that address the 
HRM function in Kuwait. The noticeable dearth of research that investigates the 
effect of HRM practices on OP in Kuwait, however, has urged the need to investigate 
such a relationship further. Thus, the current study attempts to close this gap in the 
literature by studying the relationship between HRM practices and OP represented by 
SQ in the telecommunications sector in Kuwait. 
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Chapter 4: Conceptual Framework 
 
4.1 Introduction 
After discussing the relationship between HRM system and OP in Chapter 2, it is 
appropriate here to present the logic and the justifications surrounding the 
relationships between HRM and OP represented by SQ. The relationship between 
HRM and SQ is based on different perspectives and theories, including the 
behavioural perspective, individual-level theory of job performance, human capital 
theory, social exchange theory and attribution theory (Blau 1964; Campbell et al. 
1993; Jiang, Takeuchi & Lepak 2013; Kelley 1973). The behavioural perspective and 
human capital theory focuses on the effect of HRM system on employees’ attitudes 
and behaviours, while social exchange theory stresses the importance of the norm of 
reciprocity between the different variables in the HRM–SQ model (Jiang, Takeuchi 
& Lepak 2013). 
This chapter presents the conceptual framework of this study and delineates the 
hypothetical relationships among the different variables. Section 4.2 presents the 
theoretical background of the conceptual framework. Sections 4.3 through 4.9 
present the theoretical and logical justifications of the different hypotheses. 
 
4.2 Conceptual Framework 
A review of literature indicated that there has been a great deal of attention given to 
examining the linkage between HRM system and OP (Ho 2010). However, an 
important question still needs to be answered: how does the HRM system contribute 
to a firm’s performance? Such a question (the black box) urges the search for 
developing and refining theories and for proposing more comprehensive models of 
the HRM system–OP relationship that include intermediate linkages (Bowen & 
Ostroff 2004). According to Guest (1997), to understand the relationship between 
HRM system and OP better, a theory about HRM, a theory about OP, and a theory 
about how HRM and OP are linked must be developed. Further, Dyer and Reeves 
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(1995) argued that, OP could be broken down into four levels: employee outcomes, 
which include attitudinal and behavioural outcomes; organisational outcomes, which 
include productivity, quality and efficiency; financial outcomes, represented by 
profits and sales; and market outcomes (Savaneviciene & Stankeviciute 2011). 
Based on the work of both Guest (1997) and Dyer and Reeves (1995), it has been 
argued that the relationship between the HRM system and performance is no longer 
seen as a direct relationship; instead, an indirect relationship that has mediating 
variables between HRM and OP is emerging in recent studies (Becker & Huselid 
2006; Gelade & Ivery 2003; Guest 2011; Guest et al. 2003; Katou 2012; 
Savaneviciene & Stankeviciute 2010; Savaneviciene & Stankeviciute 2011; Wright 
& Gardner 2000). 
Building on the above arguments, the proposed model depicts an operational model 
linking the HRM system to OP. The model is adapted from Applebaum et al. (2000), 
who argues that HRM outcomes (AMO) mediate the relationship between HRM 
system and OP. In addition, the model is built on the work of Bowen and Ostroff 
(2004), which recognises that a strong HRM system (distinctiveness, consistency, 
consensus) is important for creating a strong climate, which in turn facilitates the 
desired effects of the HRM system on employees’ outcomes (AMO), and thereby OP 
(SQ). 
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Figure 4.1 Conceptual framework 
 
 
4.3 HRM System and AMO 
HR are considered one of the most important factors that organisations can use to 
achieve a competitive advantage (Huselid 1995). According to the literature, the only 
way organisations can benefit the most from their HR, is to have a well-designed 
HRM system (Barney & Wright 1997). The HRM system is defined as a ‘bundle or 
cluster of HR practices that have evolved for a major workforce group’ (Boxall, Ang 
& Bartram 2011, p. 1505). Despite the differences that exist in the literature with 
regard to what constitutes an HRM system, Boselie, Dietz and Boon (2005) 
concluded that HRM practices could be grouped into four main groups or categories. 
These categories include training and development, compensation, recruitment and 
selection, and performance appraisal. Thus, one can argue that a consensus has 
emerged regarding what constitutes the HRM system. This system includes practices 
such as job design, recruitment, selection, training, appraisal and compensation. 
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The indirect relationship between the HRM system and OP has been questioned by 
many researchers (Katou 2012; Macky & Boxall 2007; Nishii & Wright 2007; 
Wright & Gardner 2000). In response, the indirect relationship, which includes 
mediating and moderating variables, was proposed to understand the HRM–OP 
relationship better (Guest 1997). Moreover, it has been argued that it is theoretically 
problematic to measure the effect of the HRM system on distal outcomes such as OP 
(Paauwe 2009). This is because the HRM system is more likely to affect the more 
proximal variables first, and those proximal variables, in turn, affect the more distal 
ones (Kanfer 1992). According to the literature, employees’ outcomes, including 
attitudes and behaviours, are considered the most proximal outcomes to HRM system 
intervention (Wright, Gardner & Moynihan 2003). 
According to the individual-level theory of job performance (Campbell et al. 1993), 
to achieve high levels of OP, employees should possess the necessary KSAs to 
perform their jobs effectively. Having well-trained and skilled employees, however, 
does not guarantee the achievement of the desired levels of OP, unless they are 
motivated to exert the necessary efforts in the benefit of the organisation (Buller & 
McEvoy 2012). Thus, employees should be motivated enough to apply their skills 
and abilities effectively. Finally, a third dimension has been added to the individual-
level theory of job performance namely, the opportunity to participate (Lepak et al. 
2006). That is, talented and skilled employees, who are motivated to do their jobs 
effectively, may suffer from poor work design that impedes their ability to contribute 
to the success of their organisation (Jiang, Takeuchi & Lepak 2013). Consequently, 
employees should have the opportunity to participate in their work. Therefore, the 
HRM system should be designed in a way that enhances employees’ abilities, 
motivation and opportunity to participate (Abzari et al. 2011). 
Among many models that have been proposed to address the mediating stage 
between the HRM system and OP, the AMO model has received much attention and 
is considered the widely accepted theoretical basis in the HRM literature 
(Appelbaum et al. 2000; Boselie, Dietz & Boon 2005; Savaneviciene & 
Stankeviciute 2011). The AMO model suggests that the HRM system, if it is to have 
a positive effect on OP, should affect employees’ abilities and skills (A), increase 
their motivation to apply their abilities and skills (M), and provide them with the 
opportunity to apply their abilities and skills (O) (Abzari et al. 2011). Moreover, a 
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consensus has emerged that the HRM system affects OP indirectly through affecting 
the AMO model (Boxall, Ang & Bartram 2011; Jiang et al. 2012). Thus, it could be 
hypothesised that: 
Hypothesis 1: There is a significant positive effect of the HRM system on the AMO 
model. 
 
4.4 Strong HR System and Strong Climate 
Having a system of HRM practices that enhances employees’ ability, motivation and 
opportunity to participate, however, is not enough to have the desired effect on OP. 
According to the literature, employees’ perceptions of the HRM system either 
positively or negatively influence the effectiveness of the HRM system (Ahmad & 
Schroeder 2003; Ileana Petrescu & Simmons 2008; Nishii, Lepak & Schneider 2008; 
Nishii & Wright 2007). Nishii and Wright (2007) argued that HRM practices do not 
affect OP by itself; rather, it is employees’ perceptions of those practices that affect 
performance. In addition, the literature has revealed that employees are prone to 
perceiving the HRM system differently (Hartog et al. 2013; Liao et al. 2009; Nishii 
2006). Such differences in employees’ perceptions of HRM system is likely to result 
in a weak climate (Mischel 1973), where employees are left to their own judgements 
and interpretations regarding what the HRM system is aiming at, what behaviours are 
required, and what rewards are associated with the desired behaviours. In a weak 
climate, cognitive dissonance is fostered as a result of high ambiguity in the 
messages sent by the HRM system, which, in turn, can negatively affect OP (Schulte 
et al. 2009). Conversely, a strong climate, or shared perceptions, contributes 
positively to OP. Buller and McEvoy (2012) argued that OP can be leveraged when 
all employees share the same perceptions regarding organisational practices. 
Moreover, Kepes and Delery (2006) pointed out that shared perceptions are likely to 
enhance the feeling of equity among employees and guide employees’ behaviours 
towards achieving organisational objectives. 
In a response to the above arguments, Bowen and Ostroff (2004) proposed that a 
strong climate could be created through having a strong HRM system. According to 
attribution theory (Kelley 1973), employees are more likely to have shared 
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perceptions when they perceive the messages sent by their employer as distinctive, 
consistent and agreed upon by all people concerned. Building on signalling and 
attribution theories, Bowen and Ostroff (2004) argued that HRM practices can be 
perceived as a communication device, and should be distinctive in their presence, 
consistent in their messages and able to create a consensus among employees and top 
management regarding the importance of the HRM system. According to the 
literature, Bliese and Halverson (1998) conducted a study among US soldiers and 
found that a lack of consensus negatively affects the psychological wellbeing of the 
soldiers. Moreover, both Sowinski and colleagues (2008) and Kehoe and Wright 
(2013) argued that inconsistent messages from the employer to employee may result 
in frustration and stress on the part of employees, which in turn have negative effects 
on employees’ attitudes and behaviours. Finally, MacDuffie (1995) contended that 
HRM system effectiveness is dependent on the distinctiveness of the system’s 
practices. 
The aim of having a strong HRM system is, apparently, to create a strong climate in 
which employees share the same perceptions. Bowen and Ostroff (2004) propose that 
a strong climate is one of the mediating variables in the HRM–OP relationship. Thus, 
the HRM system is supposed to affect OP through creating a strong climate. 
According to the literature, however, a strong climate usually acts as a moderator 
rather than a mediator (Dickson, Resick & Hanges 2006; González-romá, Fortes‐
Ferreira & Peiró 2009; Sowinski, Fortmann & Lezotte 2008). The moderator effect 
of a strong climate is supported by previous studies. Sanders, Dorenbosch & de 
Reuver (2008) conducted a study to examine the mediating effect of strong climate 
on the relationship between HRM and affective commitment. The results, however, 
did not support the proposed mediating relationship. Li, Sanders and Frenkel (2011, 
p. 1828) argued that: 
According to organisational climate research, climate strength usually has a 
moderating effect on outcomes … Specifically, the relationship between 
antecedents and outcomes is stronger in a strong situation than in a weak one. 
Further, it has been approved that the HRM system has a positive effect on OP. Thus, 
having a strong climate that acts as a moderator to strengthen the relationship 
between the HRM system and performance has a priority and advantage over 
perceiving a strong climate as a mediator. 
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In addition, the above-mentioned research studied the effect of a strong HRM system 
on affective commitment (Sanders, Dorenbosch & de Reuver 2008), work 
satisfaction, and the intention to leave (Li, Sanders & Frenkel 2011). However, it has 
been argued that a consensus among researchers has almost emerged regarding the 
importance of including the AMO in the HRM system–performance relationship 
(Jiang, Lepak & Baer 2012; Savaneviciene & Stankeviciute 2011). That is, in order 
to achieve high-performance, employees should possess the necessary skills and 
abilities to carry out their jobs effectively and efficiently. They should be motivated 
to do their jobs and be provided with the opportunity to manage their work in a 
manner that makes them more productive. Therefore, ‘all HR systems share a 
common make-up’ regarding how the HRM system influences performance, namely, 
employees’ ability (A), motivation (M) and opportunity to participate (O) (Jiang, 
Lepak & Baer 2012, p. 75). Moreover, Neal and colleagues (2005) argued that a 
strong climate can enhance employees’ motivation to exert discretionary efforts. 
Additionally, in a strong climate, employees consistently receive clear messages 
about the desired behaviours, which can direct employees’ efforts to developing the 
necessary skills and abilities to perform their jobs effectively. Conversely, a weak 
climate does not give clear direction about the desired behaviour, which can 
negatively affect how employees build up their abilities. Thus, it could be 
hypothesised that: 
Hypothesis 2: The relationship between the HRM system and AMO is moderated 
by a strong climate. 
 
4.5 HRM System, AMO and Affective Commitment 
Employees’ affective commitment is largely affected by how they perceive the 
relationship with their employer. According to the norm of reciprocity within social 
exchange theory (Blau 1964), when an organisation’s practices and policies are 
designed in such a way that employees are well treated and their wellbeing is 
respected, employees tend to return the favour by showing high levels of affective 
commitment. Thus, the HRM system, if designed properly, could positively affect 
employees’ affective commitment. The literature review has indicated that affective 
commitment is considered a natural consequence of positive mutual social 
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relationships (Kehoe & Wright 2013). Gilbert and colleagues (2011) concluded that 
effective implementation of an HRM system enhances employees’ affective 
commitment. Additionally, Camelo-Ordaz et al.’s (2011) study proved that the HRM 
system improves performance through affecting employees’ affective commitment. 
The proposed association between the HRM system and affective commitment, 
however, cannot be perceived as a direct relationship. According to the literature, 
there is a possible gap between intended and actual HRM practices (Nishii & Wright 
2007). In other words, the organisation may have a well-designed HRM system that 
is directed towards enhancing and improving employees’ skills and abilities, 
motivation and opportunity to participate, but it fails to implement this in the real 
world. In addition, recalling what has been discussed for the Hypothesis 2, the HRM 
system does not affect performance; instead, it is employees’ perceptions of HRM 
practices that affect performance (Nishii & Wright 2007). Thus, regardless of how 
effectively an HRM system is designed and implemented, if employees do not 
perceive that the system indeed develops and improves their skills, motivates them 
appropriately and provides them with the opportunity to participate, they will show 
little if any commitment. In other words, it is the resulting ability, motivation and 
opportunity to participate that affects employees’ commitment. Moreover, it has been 
argued that employees’ commitment is not directly linked to the HRM system; 
rather, it is more likely that employees’ commitment is directly related to the AMO 
model. For example, both Gardner et al. (2001) and Illeana Petrescu and Simmons 
(2008), indicated that employees who possess a wide range of skills and abilities, 
who are motivated, empowered and have the opportunity to participate, are more 
likely to be committed to their organisation. Moreover, a meta-analysis conducted by 
Mathieu and Zajac (1990) found that employees’ skills variety and task autonomy 
are considered important antecedents of employees’ commitment. Thus, the HRM 
system affects employees’ affective commitment only when employees perceive that 
the HRM system affects their ability, motivation and opportunity to participate. 
Therefore, it could be hypothesised that: 
Hypothesis 3: There is a significant positive effect of perceived AMO enhancement 
on employees’ attitude represented by affective commitment. 
Hypothesis 4: There is a positive significant effect of the HRM system on affective 
commitment via AMO. 
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4.6 Affective Commitment and OCB 
As the current study context is the telecommunications sector, which is considered a 
service sector, studying OCB in such a context is critical (Morrison 1996). That is, 
customers’ decisions regarding whether to stay with the organisation or switch to 
another is based on their experience with the front line employees in addition to the 
perceived SQ (Gavino, Wayne & Erdogan 2012). Therefore, it is important that 
organisations have OCB embraced by their workforce. The question is—how can 
employees engage with OCB and adopt it as their common behaviour? The answer, 
according to the literature, is organisational commitment (Nishii, Lepak & Schneider 
2008; Paré & Tremblay 2007). In other words, employees who are committed to their 
organisation are more likely to engage in OCB. Conversely, employees who are not 
committed to their organisation are not likely to exert any extra-role behaviour, or 
may even go to the extreme by engaging in sabotage behaviour. The previous 
literature supports the aforementioned argument. For example, both Schappe (1998) 
and Ibrahim and Aslinda (2013) indicated that commitment is a significant predictor 
of OCB. 
Organisational commitment is defined as a construct that includes three dimensions, 
namely, affective, continuance and normative (Meyer & Allen 1991). However, it 
has been argued that affective commitment is the dimension mostly associated with 
increased levels of OCB (Benjamin 2012; Kehoe & Wright 2013; Muhammad, 
2014). The justification of the relationship between affective commitment and OCB 
is based largely on exchange relationship theory. According to Blau (1964), there are 
two types of exchange relationships that exist in organisational life. The first is 
economic exchange relationships, where employees’ behaviours are determined by 
specific rewards or financial outcomes. In other words, employees do their jobs and 
expect the organisation to return the good work by financially rewarding them. In 
this case, the type and timing of rewards are predetermined and specified (Shore et 
al. 2006). Conversely, social exchange relationships are based on the trust factor 
between an employee and employer. That is, the type and time of the reward are not 
specified, and the relationship takes the form of mutual trust. Here, emotional ties 
play a critical role in shaping the relationship between the two parties. Unlike the 
economic exchange relationship, the social exchange relationship includes 
unspecified obligations (Yoon & Suh 2003). 
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According to the literature, continuance commitment is largely perceived to be 
associated with economic exchange relationships. This is because continuance 
commitment is defined as the relative cost associated with leaving the organisation. 
Consequently, employees, whose relationships with their employer are built on 
receiving monetary rewards for their works, are not likely to show the desire to 
engage in extra-role behaviours (Bergman 2006). Instead, they will be motivated to 
perform only those activities and tasks assigned to them and for which they are paid. 
Moreover, a study conducted by Paré and Tremblay (2007) found that continuance 
commitment is negatively associated with OCB. This applies to normative 
commitment as well. That is, since normative commitment is defined as the 
obligation that employees feel towards their organisation, the same logic follows that 
underlies economic exchange theory. Thus, employees may not be interested in 
putting in extra effort because of the obligation they feel towards the organisation. In 
other words, they stay because they ought to—not because they want to. Affective 
commitment, in contrast, is the only organisational commitment dimension that is 
built on and considered an outcome of the social exchange relationship. Employees, 
who are identified with their organisation, believe in its goals and values, and who 
are emotionally attached to their organisation, are more likely to maintain a 
membership in the organisation and show a high willingness to engage in extra-role 
behaviour. As a result, affective commitment has received considerable attention, 
compared to the other dimensions of organisational commitment as a predictor of 
employees’ behaviour (Bergman 2006). 
Regarding OCB, it has been argued that OCB is dependent on social exchange 
relationships rather than economic exchange relationships (Organ 1990). The 
emotional bonds and the trust factors that shape the employee–employer relationship 
can ensure that employees will reciprocate OCB in the long run (Meyer & Allen 
1991). Further, the unpredictable nature (practices and rewards are ill defined) 
surrounding the social exchange relationship provides the necessary space for 
employees to practise many forms of OCB (Morrison 1996). Hence, organisations 
should be able to build a supportive social relationship with their employees to 
ensure that employees are willing to engage in OCB. Since affective commitment is 
the expected outcome of the social exchange relationship among the other three 
dimensions of organisational commitment, it is logical to assume that employees, 
who show high levels of affective commitment, are more likely to show high levels 
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of OCB as well. Simply put, the feature of identification helps employees to align 
their own interests with that of the organisation. According to Bell and Menguc 
(2002, p. 135), ‘employees who strongly identify with the organisation are likely to 
focus on tasks that benefit the whole organisation rather than purely self-interested 
objectives’. This assumption is supported by many studies (e.g., Benjamin 2012; 
Kehoe & Wright 2013; Meyer & Allen 1991; Morrison 1996; Muhammad 2014). 
Thus, it could be hypothesised that: 
Hypothesis 5: There is a positive significant effect of affective commitment on 
organisational citizenship behaviour (OCB). 
 
4.7 OCB and Service Quality 
SQ has been divided into two distinct conceptualisations, technical and functional, as 
proposed by Grönroos (1991) and Seyed Javadin et al. (2011). According to Seyed 
Javadin and colleagues (2011, p. 517): 
Technical quality refers to tangible aspects of services … [whereas] functional 
quality refers to intangible aspects of services … [which] refers to employees’ 
behaviour toward the customer during the process of offering services. 
Thus, employees’ behaviours are seen as an essential part of SQ. Service quality, 
according to the internal marketing concept, depends largely on how each employee 
behaves towards other employee, the organisation and the customers (George 1990). 
Therefore, it is important to specify the necessary skills and behaviours in order to 
achieve the required SQ. As mentioned previously, many of such behaviours—
especially in the service environment—‘cannot be fully specified in advance which 
means that it is difficult to ensure the behaviours through traditional techniques such 
as training, job description, and rewards’ (Morrison 1996, p. 493). At this juncture, 
OCB presents itself as a potential solution or producer of such behaviours. The 
concept of OCB is in line with the internal marketing concept. That is, employees 
who engage in OCB tend to mentor new or less skilled employees informally, help 
other employees as well as customers to solve their problems, and offer advice and 
proposals for quality improvement purposes (Morrison 1996; Yoon & Suh 2003). 
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The above-mentioned argument is supported by previous literature that has studied 
the effect of OCB on SQ. For example, Seyed Javadin and colleagues (2011) 
investigated the ‘effects of internal marketing on service quality’, taking into account 
OCB as a mediating variable. Their study results revealed that there is a positive and 
significant relationship between OCB and SQ. 
Employees’ OCB can affect SQ in several ways. For instance, when an experienced 
employee lends a helping hand (altruism) to those less skilled or to new employees, 
productivity as well as efficiency is enhanced, which may be reflected in enhanced 
SQ (Podsakoff & MacKenzie 1997). According to the internal marketing concept 
(George 1990; Grönroos 1985), it does not make sense to promise customers high 
SQ while it is not also provided internally. Thus, altruism plays a critical role here in 
the delivery of high SQ (Morrison 1996). Moreover, it has been argued that SQ is 
greatly affected by how customers perceive it (Lewis & Booms 1983; Grönroos 
1984; Parasuraman, Zeithaml & Berry 1988). According to Morrison (1996), both 
sportsmanship and courtesy are likely to develop a healthy climate where employees 
respect each other. This healthy climate is likely to spill over to employee–customer 
relationships that customers enjoy, and thereby a high SQ is perceived. Further, 
employees who show civic virtue behaviour are more active in making constructive 
suggestions about how to improve services. Their suggestions are highly valuable 
because of their close relationship with customers (Yoon & Suh 2003). In other 
words, they are more likely to know how customers perceive quality. Finally, the 
variability in the service delivery process is considered one of the concerns that 
service organisations face (Redman & Mathews 1998). According to Podsakoff and 
MacKenzie (1997), a conscientious employee who habitually starts or stays late to 
accomplish his or her work and who goes ‘beyond the call of duty’ can significantly 
reduce the variability in the quality of the services provided. 
OCB, as indicated by Organ (1988), is a concept that includes five distinct but 
related behaviours (altruism, courtesy, sportsmanship, civic virtues and 
conscientiousness). Although Organ’s conceptualisation of OCB has received much 
attention in the literature, it remains difficult to distinguish between the features of 
each dimension. The blurred boundaries in defining the different dimensions of OCB 
were reflected by the difficulties that managers faced in differentiating between the 
five dimensions of OCB, and the tendency to combine them into a single construct 
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(Podsakoff & MacKenzie 1994). Thus, the current study focuses on combining the 
five dimensions of OCB into one single composite variable. 
Unlike the majority of previous literature that has linked OCB to a composite 
construct of SQ, this study focuses on studying the link between OCB and each 
dimension of SQ. Studying each dimension separately could mitigate the artificial 
effect that could result from combining the five dimensions into one composite 
variable. This could happen, for instance, when three strongly significant dimensions 
mask an insignificant association with the other two dimensions. Therefore, it is 
important to study the dimensions separately so that a better understanding can be 
gained. Accordingly, it could be hypothesised that: 
Hypothesis 6: There is a significant positive effect of employees’ OCB on SQ. 
 
4.8 Indirect Effect of Affective Commitment on SQ 
SQ is considered one of the most important OP indicators, especially for service 
organisations (Van der Wal, Pampallis & Bond 2002). The delivery of SQ depends to 
a large extent on the consistent and stable environment within the organisation. In 
other words, an organisation with high rates of turnover is usually confronted with 
the problem of losing a large amount of resources that otherwise could be used to 
deliver high SQ (Hausknecht, Trevor & Howard 2009). Therefore, for SQ to be 
successfully achieved, organisations need to pay close attention to their internal 
environment by stabilising their workforce traffic. Organisational commitment, 
especially the affective part, was perceived by previous studies to act as a stabilising 
force that regulates employees’ traffic in and out of the organisation (Somers 1995). 
Thus, employees’ commitment is considered an important prerequisite for delivering 
high SQ. The positive association between organisational commitment and SQ was 
further supported by a study conducted by Malhotra and Mukherjee (2004). 
The proposition that employees’ commitment is directly linked to SQ is theoretically 
misleading. Organisational commitment is an attitudinal manifestation, which does 
not affect performance directly; instead, it is the resulting behaviour from being 
committed that makes the difference. This argument is closely in line with the 
attitude–intention–behaviour model developed by Bagozzi (1992). Bagozzi built his 
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model on the proposition that individuals’ appraisal of the situation leads to an 
emotional response (organisational commitment), which in turn results in desired 
behaviour. Further support of this argument was found in the work of Steers (1977) 
who reported only a partial and weak effect of commitment on performance. An even 
stronger support was found in DeCotiis and Summers (1987), who reported an 
insignificant effect of supervisors rating commitment and job performance. 
Therefore, in order to understand more thoroughly how commitment affects SQ, 
some mediating variables should be included. OCB was proposed here to play the 
role of a mediator between commitment and SQ (Seyed Javadin et al. 2012). 
According to the literature, SQ is largely affected by the behaviour of employees, 
and since the behaviour of employees in service organisations is difficult to 
determine, OCB is considered an important variable that organisations can use to 
achieve high SQ (Vigoda-Gadot et al. 2007). Thus, service organisations should 
deliberately invest in nurturing the OCB behaviours among their employees. 
Recalling the discussion in Section 4.8, affective commitment was proposed to have 
an effect on OCB, and has received the most attention among researchers (Bergman 
2006). Based on social exchange theory (Blau 1964), employees who show high 
levels of affective commitment tend to align their own interests with that of the 
organisation, thereby increasing their adoption of OCB (Bell & Menjuc 2002). 
Moreover, employees who identify with and believe in the organisation’s goals and 
values are more likely to engage in extra-role behaviour, even if there are no 
associated benefits to their behaviour. Put simply, they engage in the OCB because 
they like their organisation. Thus, it could be hypothesised that: 
Hypothesis 7: There is a positive significant effect of affective commitment on SQ 
via OCB. 
 
4.9 Fully Integrated Model of the HRM–SQ Relationship 
The critical role that service quality plays in service organisations has urged 
researchers to put extra effort into investigating the possible antecedents of SQ. 
Among many possible antecedents found to have positive effects on SQ, HRM is 
considered an important determinant (Schneider & Bowen 1993). As a result, 
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researchers have attempted to investigate the effect of HRM practices on delivering 
high SQ. For example, Waldman and Gopalakrishman (1996) found that some HRM 
practices (participation and involvement, and recognition) were positively related to 
customer perceptions of SQ. Moreover, Chand (2010) in her study found that HRM 
practices (recruitment, selection, planning, job design, training, quality circle and 
compensation) have a positive effect on SQ. In addition, Thakurta and Suresh (2012) 
in their study found that quality assurance depends significantly on HRM practices, 
especially those concerning staffing practices. 
However, the previously mentioned studies indicated a direct relationship between 
HRM and SQ. In fact, assuming a direct relationship is theoretically problematic. In 
relation to the earlier discussion, the HRM–OP relationship is no longer considered a 
direct relationship, and a consensus has existed that any theoretical or empirical 
efforts should at least specify some mediating variables (Wright & Gardner 2000).
12
 
Rogg and colleagues (2001) found that the direct relationship between HRM and SQ 
is not significant, and even near to zero. In addition, previous studies were found to 
indicate an indirect effect between HRM and SQ. For example, Tsaur and Lin (2004) 
found that HRM practices have an indirect effect on customers’ perceived SQ 
through employees’ service behaviour. Morrison (1996) argued that OCB is a critical 
link between HRM and SQ. According to the literature, OCB is an important factor 
that determines the link between HRM and SQ (Morrison 1996; Nishii, Lepak & 
Schneider 2008). 
Accordingly, this study intends to investigate the effect of the HRM system on SQ by 
studying the effect of the HRM system on employees’ ability to perform, motivation 
to perform and opportunity to participate. In turn, skilled employees who are 
motivated, and have the chance to make work-related decisions, are more likely to be 
committed to their organisation, which in turn affects their propensity to engage in 
OCB. Finally, SQ will be enhanced as a result of OCB embraced by employees. 
Thus, it could be hypothesised that: 
Hypothesis 8: The relationship between the HRM system and SQ is mediated by 
AMO, affective commitment and OCB, while the relationship between the HRM 
system and AMO is moderated by a strong climate. 
                                                          
12
 Refer to section 2.4.1 for more information regarding direct and indirect relationships. 
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4.10 Summary 
This chapter has provided a detailed discussion of the conceptual framework that is 
proposed to address the research questions. The conceptual framework was built on 
several theories and perspectives, including the behavioural perspective, the 
individual-level theory of job performance, human capital theory, social exchange 
theory and attribution theory. The behavioural perspective was employed to address 
employees’ behaviours, for instance OCB, as one of the mediating variables linking 
the HRM system to SQ. The individual-level theory of job performance through its 
well-established model (AMO) was used as the first mediating mechanism linking 
the HRM system to SQ. The social exchange relationship was used as a basis for 
establishing the relationships between AMO, affective commitment and OCB. 
Finally, attribution theory was used as a driving theory to conceptualise a strong HR 
system and a strong climate. Based on the different theories and perspectives, a set of 
eight hypotheses were discussed and presented. 
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Chapter 5: Research Methodology 
 
5.1  Introduction 
To successfully validate and prove the proposed conceptual framework, the 
generated hypotheses need to be scientifically tested. This chapter, therefore, aims at 
discussing the methodologies adopted to test the hypothesised relationships. It 
provides detailed information about the research design, population and sample, 
research instrument, data collection, data analysis techniques and, finally, ethical 
considerations. Before moving on to the next section, it is necessary to briefly 
discuss the philosophical nature of the current study, since the type of philosophy 
and paradigm chosen are said to have a profound effect on the design of the research 
(Creswell 2013). 
This chapter is organised into four sections, including the introduction. Section 5.2 
highlights the different paradigms and philosophies adopted in this study. Section 5.3 
and all its subsections provide a thorough discussion regarding the research design in 
terms of population and sample, respondents, instruments, pre-test and pilot test 
results. This section also provides information regarding the data collection methods. 
Finally, Section 5.4 presents a brief discussion of the ethics approval. 
5.2 Research Paradigm 
Any research effort conducted to solve a certain problem is considered a natural 
outcome derived from how the researcher perceives and believes reality. Such a 
belief and perception are largely derived from the paradigm that the researcher 
follows. According to Guba and Lincoln (1994, p. 107), a paradigm is defined as: 
A set of basic beliefs … that deals with the ultimate or first principles. It 
represents a worldview that defines, for its holder, the nature of the world, the 
individual’s place in it, and the range of possible relationships to that world and its 
parts. 
In other words, a paradigm represents how an individual associates philosophical 
assumptions to understand the real world (Mertens 2007). According to the literature, 
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there are three types of assumption that are usually used to define a paradigm: 
ontology, epistemology and methodology (Guba & Lincoln 1994). 
Ontology concerns the nature of the reality (Mertens 2007). A researcher here is 
interested in knowing if the concept in question is considered a reality and that if so 
what can be known about it. Thus, anything that is not real or does not exist cannot 
be a part of ontology (Guba & Lincoln 1994). Accordingly, when a researcher has an 
assumption that certain organisational activities have a positive effect on OP, and at 
the same time, the relationship is independent of any interference on the part of the 
researcher, it can be perceived as an ontological assumption. 
Epistemology is the philosophy that a researcher uses in determining the relationship 
between him and the respondents. The researcher in this case can decide the 
epistemology of the study by whether to be close to the participants (e.g., 
observation), or to keep a distance between himself or herself and the respondents 
(e.g., survey) (Mertens 2007). Deciding on the epistemology, however, is dependent 
on the ontology that a researcher engages in the first place. The type of reality that a 
researcher believes in determines to a large extent the epistemology he follows 
(Guba & Lincoln 1994). According to the literature, an individual can reach to a 
reality (ontology) by following two methods namely, by hypothetical-deductive or 
through inductive methods (Sekaran 2003). Thus, epistemology depends on the type 
of ontology in which a researcher is interested. 
Finally, methodology concerns the systematic approaches that a researcher uses to 
reach a reality or knowledge (Kothari 2004). Once again, the methodology that a 
researcher decides to follow depends on how he or she answered the first two 
questions regarding ontology and epistemology. As Kothari (2004 p. 8) put it: 
When we talk of research methodology, we … consider the logic behind the 
methods we use in the context of our research study and explain why we are using 
a particular method or technique and why we are not using others so that research 
results are capable of being evaluated either by the researcher himself or by others. 
According to the literature, the answer to the above questions is likely to lead a 
researcher to choose among three types of methods—quantitative, qualitative, or 
mixed methods—in conducting their research (Creswell 2013). 
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A review of the literature has revealed that a researcher tries to answer the paradigm 
questions mentioned above by adopting what Guba and Lincoln (1994) termed 
‘alternative paradigms’. These alternative paradigms consist of four inquiry 
paradigms, comprising positivism, post-positivism, constructivism, and pragmatism 
(Creswell 2013; Guba & Lincoln 1994). Positivism represents a reality that a 
researcher assumes to be perfectly apprehendable. In this case, the knowledge or 
reality is assumed to stem from well-established natural laws and mechanisms. This 
paradigm, however, was criticised in relation to studying human behaviour. The 
challenge posed to the positivism is that it is impossible to be absolutely confident 
about a reality related to human behaviour (Creswell 2013). As a result, post-
positivism was introduced to address this issue. The reality or knowledge in this 
paradigm is imperfectly apprehendable. The researcher here attempts to examine 
critically the assumed reality in the hope of reaching the apprehendable reality as 
close as possible (Guba & Lincoln 1994). 
The post-positivism paradigm is characterised by both deterministic and reductionist 
philosophies (Creswell 2013; Guba & Lincoln 1994). It emphasises the 
determination of cause-and-effect relationships. A researcher who follows a post-
positivism paradigm is interested in assessing the possible causes of specific effects. 
The paradigm is also considered to be reductionist, since the researcher in this 
paradigm is focusing on reducing the ideas surrounding reality into small sets of 
variables in the form of hypotheses or questions. The researcher here usually builds 
his or her research on an established theory and attempts to draw a conclusion 
accordingly. Creswell (2013 p. 7) has stated that: 
The knowledge that develops through post-positivist lens is based on careful 
observation and measurement of the objective reality that exists ‘out there’ in the 
world. Thus, developing numeric measures of observations and studying the 
behaviour of individuals becomes paramount for post-positivist. 
Constructivism, conversely, assumes that reality is based on social interaction among 
individuals in a specific location and time (Guba & Lincoln 1994). The researcher is 
interested in knowing, for example, how individuals build their beliefs regarding an 
object. Thus, the researcher does not have a theory; instead, the researcher aims at 
developing a theory that reflects reality. In the constructivism paradigm, the 
assumption is that individuals tend to understand the environment in which they live 
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differently, and they tend to assign different causes to the same effect. In this case, 
constructivists are interested in obtaining different views and complex meaning 
rather than narrowing the ideas, as is the case of post-positivism. An open-ended 
question is deemed appropriate in this paradigm (Creswell 2013). 
Pragmatism is closely related to the mixed-method research design. Pragmatists 
rejected the notion that reality can be reached by depending solely on a single 
paradigm (Mackenzie & Knipe 2006). A researcher in this case focuses on the 
research problems and does not pay attention to the different paradigms in existence. 
There is no commitment to any paradigm, and a researcher has the freedom to choose 
the method that he or she believes can lead to reality. 
Based on the three discussed paradigms above, it was decided that the current study 
would be guided by the post-positivism ontological and epistemological paradigms 
for three reasons. First, the aim of the current study was to develop a comprehensive 
model that captures the mediating and moderating variables in the HRM–OP 
relationship. The model, however, was built on previously established theories (e.g., 
the AMO model, attribution theory and social exchange theory) and, according to 
Creswell (2013), research is considered to be post-positivist whenever it is built on a 
theory. Second, this study was interested in investigating the cause-and-effect 
relationships between the variables. Based on Guba and Lincoln’s (1994) argument, 
post-positivism is a philosophy that answers questions of reality by establishing 
cause-and-effect relationships. Finally, this study attempted to answer several 
questions about the HRM–OP relationship through developing a set of hypotheses 
designed to address the underlying theory. Both Creswell (2013) and Guba and 
Lincoln (1994) have mentioned that post-positivism philosophy is based on the 
reductionist assumption, which attempts to condense ideas and theories into 
hypotheses. 
Regarding the epistemological philosophy adopted in this research, this research 
attempted to answer the questions and test the hypotheses by developing a 
questionnaire as a research instrument. Since the ontology followed in this study was 
post-positivism, and given that it had a set of hypotheses to be tested, then the best 
epistemology was the hypothetical-deductive method. In this case, a physical 
separation between the researcher and the respondents was deemed appropriate. 
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Methodologically, the current study was designed to be purely quantitative for the 
following reasons. Creswell (2013) has argued that the assumptions underlying the 
post-positivism philosophy are best addressed by adopting the quantitative 
approaches. Moreover, the current study included a set of hypotheses, in addition to a 
questionnaire that was intended to test those hypotheses. According to Creswell 
(2013), the numeric measure (which is the quantitative method) is considered a 
paramount ingredient for such studies. Further, the study context involved 2330 
employees and 5.69 million telecom subscribers and, according to Sogunro (2002), a 
large population makes it difficult to conduct a qualitative study. Second, the 
researcher intended to study the effect of already established theories and previously 
tested models to investigate the effect of the HRM system on performance. 
According to Sogunro (2002) and Levine (2006), quantitative studies are more 
appropriate for determining the relationships between variables than qualitative 
studies, which focus rather on developing and generating new theory. Finally, the 
majority of the previous literature on the relationship between HRM and 
performance used the quantitative rather than qualitative approach (Boselie et al. 
2005). 
In conclusion, in terms of the ontological, epistemological and methodological 
choices, this study is considered: 
1. post-positivist, since it has a set of hypotheses for testing 
2. hypothetical-deductive, which is the best way to conduct post-positivism 
philosophy 
3. quantitative in its methodology, to test the cause-and-effect relationships. 
 
5.3 Research Design 
The first step that researchers should consider in conducting their studies is the 
research design. The research design is a road map that guides researchers’ efforts 
during their research journey. It facilitates and smooths the research process, and it 
helps the researcher to define the purpose of the study (explorative, descriptive or 
hypothesis testing), the types of investigations (cause-and-effect, correlations) and 
the time horizon (cross-sectional or longitudinal) (Sekaran 2003). In addition, 
through a research design, researchers can determine the target population, sampling 
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designs, data collection procedures, and the statistical techniques necessary to test the 
hypotheses (Kothari 2004). 
Knowing the paradigms and the philosophies adopted in this study, paved the way to 
choose among the best research methods through which reliable results could be 
reached. According to the literature, there is a difference between the methodology 
and research methods. The methodology of this study was discussed in Section 3.4, 
whereas the research methods represent all the tactics and techniques used to conduct 
a research. Research methods include determining how the data are to be gathered, 
who the respondents are, what instruments will be used to gather the data, and the 
statistical techniques used to validate and test the data (Kothari 2004). The following 
sections aim at addressing the research design and methods adopted in the current 
study. 
 
5.3.1 Research Population and Sample 
The telecommunications sector in Kuwait consists of two major segments. The first 
segment includes internet providers and consists of six major companies: Fast-telco, 
Gulf net, Mada, Kems, Quality net and Wimd. The second segment includes mobile 
and internet providers, which consist of three major companies: Zain, VIVA and 
Ooredoo. This study focuses on mobile and internet providers for the following 
reasons. First, internet providers in Kuwait operate under the supervision of Kuwaiti 
government, which may impose restrictions on how HRM practices are designed. 
Such restrictions may have either positive or negative effects on the final results of 
the current study. A study conducted by Koys (1988) revealed that HRM practices 
that were designed in accordance with the law have no significant relationship to 
employees’ commitment. Conversely, mobile and internet provider companies are 
free from any controls by the government, with few exceptions. A study conducted 
by Al-Mutawa (2011) indicated that this segment is not regulated by the Kuwaiti 
government, which makes the competition more severe. Thus, in order to avoid any 
possible noise in the results, the study considered only mobile and internet providers. 
Second, in terms of company size, internet companies are considered small-to-
medium size companies, whereas mobile and internet providers are considered 
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international companies working in the MENA region and Asia, as indicated in Table 
5.1. 
Table 5.1 Telecommunications companies’ operations around the world 
Zain Ooredoo VIVA 
Kuwait Kuwait Kuwait 
Iraq Qatar KSA 
KSA Algeria Turkey 
Lebanon Tunisia Lebanon 
Jordan Myanmar Jordan 
Bahrain Maldives Bahrain 
Morocco Indonesia India 
Sudan Oman Malaysia 
 Palestine South Africa 
 Pakistan  
 Philippines  
 Singapore  
 Iraq  
 Lebanon  
Source: Zain Co., Ooredoo Co., and VIVA Co., official websites 
 
The size of the company can benefit the HRM function since it has been argued that 
the HRM function in small companies is not as important as other organisational 
functions, such as finance or marketing (Deshopande & Golhar 1994). In addition, 
De Kok and Uhlaner (2001) have found that large companies are likely to have 
‘employer-based training programmes’, and that company size is considered a 
determinant of having more formal HRM practices and greater ‘regularity of 
performance appraisal’. Moreover, the current study investigated the so-called strong 
HRM system. However, one of the most important features of a strong system is that 
the HRM function is a full managerial function within the organisation (Delmotte, 
Winne & Sels 2012). Therefore, the focus of the current study was on large 
organisations to ensure the full functionality of the HRM department. 
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The researcher contacted official employees to collect information regarding the 
number of managers and employees in each company. Table 5.2 presents the number 
of both managers and employees for each company. 
 
Table 5.2 Manager and employee numbers in the telecommunication companies 
Company Managers Employees Customers (million) 
Zain 90 1200 2.19 
Ooredoo 47 730 2.01 
VIVA 70 400 1.08 
Total 207 2330 5.28 
 
The advantage of conducting the current study in one sector that consists of three 
telecom companies providing the same services was to ‘enhance comparability’ and 
reduce any sources of variations that could affect the results and the validity of the 
measurement models (Batt & Colvin 2011). 
The telecommunications sector in Kuwait represented by the three companies Zain, 
Ooredoo, and VIVA is considered one of the most important economic sectors, not 
only in Kuwait but also in the Middle East, which brings it to the attention of many 
investors from within and outside Kuwait. Table 5.3 gives some general information 
about each company. 
 
Table 5.3 Kuwait telecommunication general information in the 3
rd
 Q 2013 
 Zain Ooredoo VIVA 
Capital 432,705,890.000 50,403,276 49,940,000 
Subscribers (million) 2.40 1.91 1.38 
Market share (%) 42.2% 33.6% 24.2% 
Years of existence 32 16 7 
Source: Kuwait Stock Exchange website; Capital Standards, Industrial Research, February 2013; Hasan & 
Faruqui 2013. 
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The telecommunications sector in Kuwait is controlled by two giant companies, 
namely, Zain and Ooredoo. This control and monopoly by the two companies 
continued until 2008 when a new company, VIVA, entered the market as a third 
mobile and internet service provider. The entrance of VIVA in December 2008, 
which was supported by STC, has increased the competition in the telecom sector. 
As a result of such competition, the profit margins of both companies were affected 
and the market share declined for both Zain and Ooredoo from 57% and 43% in 2008 
to 42.2% and 33.6%, respectively in 2013. 
The current study consisted of two groups of population: employees and subscribers. 
One of the most important advantages of having more than one respondent to assess 
the variables in question is to mitigate the effects of common method bias (CMB). 
However, a discussion regarding CMB and the criteria of choosing the respondent 
will be presented later in this chapter. The first population consisted of 2330 
employees working in three mobile and internet providers in the telecommunications 
sector in Kuwait (Zain, Ooredoo, and VIVA). The second population of this study 
consisted of all the subscribers to the three companies (Zain, VIVA and Ooredoo). 
As shown in Table 5.3, the total number of telecom subscribers is 5.69 million. 
In light of this, the adopted paradigm in this study was the ontological post-
positivism paradigm, and therefore it was necessary that the variables measured were 
independent of the researcher and his measurement instruments (Guba & Lincoln 
1994). Moreover, the current study attempted to develop a model that could be 
generalised among different business sectors. Thus, among different types of 
sampling, the unrestricted or simple random sampling was used. In simple random 
sampling, ‘every element in the population has a known and equal chance of being 
selected as a subject’ (Sekaran 2003, p. 270). The randomness feature of the sample 
reduces the chance of bias and is considered the best technique that a researcher can 
use to generalise the study results (Sekaran 2003). According to the law of ‘statistical 
regularity’, samples are most likely to have the same characteristics of the population 
when they are random (Kothari 2004). 
According to the literature, when determining the sample size, a researcher should 
pay careful attention to three important issues, namely, the level of precision, the 
confidence level and the strategies used in determining the sample size (Israel 1992; 
Sekaran 2003). The sample precision, also called ‘sampling error’, indicates how 
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close the estimation of the sample is to the true population parameters (Israel 1992). 
It represents how the individual respondents are distributed in relation to the sample 
mean. Thus, the smaller the variability between the sample and the sample mean, the 
greater the probability that the sample is a good representation of the population 
(Sekaran 2003). In this case, when a researcher intends to have a higher probability 
of sample representation, it means that the precision would be large. Consequently, a 
large sample is needed. 
It is not enough, however, to know how close our estimation is to the population. A 
researcher needs to be confident that his or her sample is indeed a representative one. 
Thus, a measure called confidence level is proposed to answer this question. 
Confidence level is defined as the degree of certainty that sample statistics used to 
estimate the population are true (Sekaran 2003). The confidence level is based on the 
‘central limit theorem’, which states that the sample mean follows a normal 
distribution about the true vales of the population. According to the literature, in a 
normal distribution sample, a 95% confidence level would be expected (Israel 1992). 
As a result, 95% or (p ≤ .05) confidence is considered the widely accepted 
confidence level in business research (Sekaran 2003). 
Israel (1992) argued that researchers usually follow several strategies in determining 
the sample size. These strategies include using the whole population as a sample, 
using certain formulas or equations to calculate the sample size, or using a sample 
size of similar previous studies. One of the strategies commonly used in the business 
research is the use of published tables (Israel 1992). As a rule of thumb, researchers, 
such as Krejcie and Morgan (1970), have provided a generalised scientific table that 
they can use to decide on the appropriate sample size. Since sample size tables are 
built on rigorous scientific equations and formulas, which represent one of the 
strategies used to determine the sample size, a researcher can confidently rely on 
them to determine the sample size (Sekaran 2003). 
Based on the above discussion, a simple random sample technique was followed for 
the first population (employees), while a convenience sample was drawn from the 
second population (subscribers). This is because the researcher was unable to obtain 
access to the subscribers’ contact list, owing to security and privacy reasons. 
According to Sekaran and Bougie (2016), the researcher may rely on a non-
probability sampling design such as a ‘convenience’ sample when the data is not 
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available or in case of difficulties approaching the respondents. Although the 
convenience sampling design may impose some restrictions on the generalisability of 
the findings, it seems to have been followed by a large number of studies around the 
world, especially in the telecommunications sector. Table 5.4 presents an example of 
the studies that relied on a convenience sample to obtain data in the 
telecommunications sector and other service sectors around the world. Accordingly, 
the convenience sample was considered appropriate because it has been widely 
adopted in the telecommunications sector around the world. 
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Table 5.4 Studies that relied on convenience sampling techniques 
Title Author Context Sampling 
Design 
Reference 
Investigating the impact of SQ and 
customer satisfaction on customer loyalty 
in mobile telephony in Greece 
Santouridis 
and Trivellas 
Greece Convenience 
sample 
The TQM Journal (2010) 
Role of switching costs in the SQ, 
perceived value, customer satisfaction and 
customer retention linkage 
Edward and 
Sahadev 
India Convenience 
sample 
Asia Pacific Journal of 
Marketing and Logistics 
(2011) 
The analysis of antecedents of customer 
loyalty in the Turkish mobile 
telecommunication market 
Aydin and 
Özer 
Turkey Convenience 
sample 
European Journal of 
Marketing (2005) 
Cross-national assessment of SQ in the 
telecommunication industry: evidence 
from the US and Germany  
Leisen and 
Vance 
US and 
Germany 
Convenience 
sample 
Managing Service Quality 
(2001) 
Relationship between intra- and inter-
organisational SQ perceptions: an 
empirical testing of modified service profit 
chain model within Kuwaiti 
telecommunications industry 
Sharif Kuwait Convenience 
sample 
Services Marketing 
Quarterly (2009) 
Satisfaction with mobile services in 
Canada: an empirical investigation 
Turel and 
Serenko 
Canada Convenience 
sample 
Telecommunications Policy 
(2006) 
SQ effects on customer loyalty among the 
Jordanian telecom sector ‘empirical study’ 
Al-Zoubi Jordan Convenience 
sample 
International Journal of 
Business and Management 
(2013) 
Managing SQ in the Hotel industry  Akbaba Turkey Convenience 
sample 
Hospitality Management 
(2006) 
The integrated model of theory planned 
behaviour, value, and image for explaining 
public transport passengers’ intention to 
reuse 
Sumaedi et 
al. 
Indonesia Convenience 
sample 
Management of 
Environmental Quality: An 
International Journal (2016) 
An integrated framework for SQ, customer 
value, satisfaction: evidence from China’s 
telecommunication industry  
Wang, Lo & 
Yang 
China Convenience 
sample 
Information Systems 
Frontiers (2004) 
The effects of customer satisfaction and 
switching barrier on customer loyalty in 
Korean mobile telecommunication 
services 
Kim et al. Korea Convenience 
sample 
Telecommunications Policy 
(2004) 
SQ in the Thai telecommunication 
industry: a tool for achieving a sustainable 
competitive advantage 
Johnson and 
Sirikit 
Thailand Convenience 
sample 
Management Decision 
(2002) 
Building customer–brand relationships in 
the mobile communications market: the 
role of brand tribalism and brand 
reputation 
Jurisic and 
Azevedo 
Portugal Convenience 
sample 
Journal of Brand 
Management (2011) 
Assessment of after-sales service 
behaviours of Ethiopia Telecom customers 
Mouley 
Potluri and 
Hawariat 
Ethiopia Convenience 
sample 
African Journal of 
Economic and Management 
Studies (2010) 
 
The sample size of the first population (employees), according to both Israel (1992) 
and Sekaran (2003), is approximately 333, which is considered a representative 
sample with a precision of ± 5% and a confidence level of (p ≤ .05). Regarding the 
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second population (subscriber), a sample of 400 is considered representative, with a 
confidence level (p ≤ .05), and a precision equal to ± 5% (Israel 1992). 
However, the literature has revealed that the response rate in Kuwait is relatively 
high. For example, Ali, Taqi & Krishnan (1997) distributed a survey to managers 
working in government, private and mixed organisations, and reported a response 
rate of 76%. Al Otabi et al. (2004) reported a response rate of 87.2% from a sample 
drawn from nurses in five major hospitals in Kuwait. In addition, Al-Qallaf and Al-
Azmi (2002) conducted a study in the public libraries in Kuwait and registered a 
response rate of 92%. Moreover, both Zaitouni, Sawalha El Sharif (2011) and Al-
Adwani (2014) reported response rates in the banking sector to be 39.8% and 80%, 
respectively. Finally, Muhammad (2014) reported a response rate of 74% from 
employees working in nine business organisations in Kuwait. Accordingly, an 
expected response rate for the current study was 40%. Thus, a total of 800 
questionnaires were distributed in order to achieve the sample of 333. 
 
5.3.2 Research Respondents 
The question of who should evaluate the HRM system is one of the oldest debates in 
the field of HRM–OP relationship studies. Two different perspectives were found in 
previous literature namely, single respondents (usually, HR managers) and multiple 
respondents, such as employees (Barney & Wright 1997). Huselid and Becker (2000) 
contended that the most reliable source of the HRM system information is the HR 
manager or any expert that may have the necessary information about the HRM 
system. Relying on HR managers’ perspective, however, was criticised by many 
scholars and researchers. For example, Gerhart, Wright and MacMahan (2000) 
argued that HR managers’ assessments are not enough to understand accurately the 
relationship between HRM and performance. 
The HRM system is best evaluated by employees for the following reasons. First, 
Gerhart, Wright and MacMahan (2000) and Wright et al. (2001) indicated that the 
reliability of the instruments that relied on single respondents (e.g., HR managers) is 
almost zero, which poses a large question regarding the results obtained from such 
instruments. Second, relying on HR managers’ perspectives implicitly assumes that 
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all employees within the organisation perceive the HRM system similarly and 
receive the same HRM practices (Nishii & Wright 2007). However, previous studies 
indicated that employees hold different perspectives regarding HRM practices 
(Bowen & Ostroff 2004). Thus, relying on managers’ ratings is theoretically 
problematic. Third, since the actual or implemented HRM practices are considered 
the factor that mostly affects employees’ attitudes and behaviours (Huselid & Becker 
2000), it is more logical to ask employees about how they perceive HRM practices 
(Arthur & Boyles 2007; Edgar & Geare 2009). 
Regarding the AMO model and affective commitment, these are largely considered 
individual-level constructs that are best evaluated by employees themselves. Simply 
put, the AMO model is derived from the individual-level theory of job performance 
(Campbell et al. 1993), which implies that employees’ ability, motivation and 
opportunity to participate all originate at the individual level. Regarding affective 
commitment, the majority of the literature has focused on assessing affective 
commitment from employees’ perspectives (Nishii, Lepak & Schneider 2008). 
According to Rousseau (1985), in order to eliminate the potential for level-based 
misspecification, a consistency should be present between the level of construct and 
the level of measurement. In other words, since the AMO model and affective 
commitment are conceptualised as individual-level constructs, the data should be 
gathered from the same level of the constructs being studied, which here is 
‘employees’. 
The same logic applies to a strong HRM system and a strong climate. Although the 
strong climate is considered as organisational level construct, it has long been 
perceived as a manifestation of individual psychological climate. In other words, 
psychological climate is usually aggregated to represent organisational climate 
(shared perceptions) (Sowinski & Fortmann 2008). Thus, according to Kozlowski 
and Klein (2000), a strong climate that is defined as employees’ shared perceptions, 
should be measured from the individual-level psychological climate first. Therefore, 
employees are in a better position to provide information regarding their 
psychological climate. 
OCB has usually been assessed using managers’ ratings of their subordinates (Kehoe 
& Wright 2013; Snape & Redman 2010). Since it is extremely difficult to reach 
managers working in telecom companies in Kuwait, a focus was directed to 
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employees to assess their co-workers in terms of OCB. Relying on employees to 
provide information regarding OCB is justified by the previous literature. Den 
Hartog and colleagues (2013) argued that both employees and managers’ ratings 
were found to be closely correlated. Moreover, Podsakoff et al. (1997) pointed out 
that managers often face difficulties in assessing their employees’ OCB dimensions, 
especially altruism, courtesy and sportsmanship, resulting in biased results. This is 
because managers are not always present in their offices, since they have additional 
political roles such as attending meetings and representing the company in public 
affairs. 
Based on the above-mentioned arguments, this study focused on the 
telecommunications companies’ employees as the source of information regarding 
the HRM system, AMO model, strong HRM climate, affective commitment and 
OCB. 
In contrast, SQ is defined as an evaluation process where customers compare their 
expectations to their actual experience of the service (Grönroos 1984). Thus, this 
study assesses service quality by approaching telecommunications companies’ 
subscribers. 
 
5.3.3 Research Instrument 
After defining the population and sample, a researcher intends to approach the 
sample in order to collect the necessary data to draw meaningful conclusions. A 
research instrument is considered the tool that a researcher relies on in approaching 
the respondents. Since the current study followed the post-positivism philosophy, it 
relied on a questionnaire. A questionnaire is considered the primary means of 
gathering numerical data in a ‘standardised way’ that enables us to obtain consistent 
and coherent data ready for analysis (Malhorta 2006). 
According to Churchill (1979), in order to develop a good research instrument, a 
researcher should follow several steps. These steps include a definition of all the 
variables included in the conceptual framework, generation of items that are intended 
to measure each variable, pre-testing the generated items and, finally, conducting a 
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pilot study to ensure the reliability and validity of the whole measurement or 
instrument. 
 
5.3.3.1 Research Variables Definitions 
The first step in developing any research instrument is to define the variables that are 
intended to be measured (Churchill 1979). According to the literature, a construct or 
variable can be defined in different ways (Sekaran 2003). By returning to the 
philosophy adopted by this study, one of the distinguishing features of the post-
positivism paradigm is that it follows the reductionist philosophy. Thus, to define the 
research variables operationally, a reduction of the abstract level of the variables will 
be followed. According to Sekaran (2003 p. 176), one of the techniques used in 
defining research constructs is ‘to reduce the abstract notions, or concepts such as 
motivation, involvement, satisfaction … to observable behaviour and characteristics’. 
Accordingly, Table 5.5 provides each variable and the appropriate definition. 
 
Table 5.5 Operational definition of the variables 
Abstract 
Variable 
Observed 
Variable 
Definition Sources 
 
 
 
 
 
 
 
 
 
HRM system 
Job Design Refers to the ‘determination of an individual’s 
work-related responsibilities’, including 
empowerment and skills variety. 
(Denisi & Griffin 
2005) 
Recruitment Refers to the ‘process of developing a pool of 
qualified applicants who are interested in 
working for the organisation and from which the 
organisation might reasonably select the best 
individual … to hire for employment’. 
(Denisi & Griffin 
2005) 
Selection Refers to the process of ‘identifying the best 
candidate… for jobs from among the pool of 
qualified applicants developed during the 
recruitment process’. 
(Denisi & Griffin 
2005) 
Training Refers to the ‘planned attempt by (telecom 
companies) to facilitate employee learning of 
job-related knowledge, skills, and behaviours’.  
(Denisi & Griffin 
2005) 
Performance 
appraisal 
Refers to the ‘specific and formal evaluation of 
(telecom employees) conducted to determine the 
degree to which the employee is performing his 
or her job effectively’. 
(Denisi & Griffin 
2005) 
Compensation and 
reward 
Refers to the ‘set of rewards that (telecom 
companies) provide to individuals in return for 
their willingness to perform various jobs and 
tasks …’ 
(Denisi & Griffin 
2005) 
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AMO  
Ability Refers to the telecom employees’ skills, 
knowledge, and ability to do their jobs 
effectively, efficiently, and innovatively. 
(Jiang et al. 2012) 
(Aryee et al. 2013) 
Motivation Refers to the employees’ willingness to ‘exert 
efforts at work’ with a sense of satisfaction and 
pride. 
(Jiang et al. 2013) 
Opportunity to 
participate 
Refers to the opportunity that telecom 
employees have to express their opinions, be 
engaged in problem solving actions, to take job-
related decisions, and coordinate activities and 
tasks within the organisations. 
(Bos‐Nehles et al. 
2013) 
 
 
 
 
 
Strong HRM 
system 
Distinctiveness Refers to the degree to which HRM practices are 
visible, understandable, legitimate, and relevant. 
(Bowen & Ostroff 
2004) (Delmotte et al. 
2012) 
 
Consistency Refers to the degree to which HRM practices 
influence employees’ motivation to do their 
jobs, their competence, and empowerment. It 
also refers to the consistency between intended 
and actual or implemented HRM practices, and 
that HRM practices do not send contradictory 
messages. 
(Baron & Kreps 1999) 
(Delery & Shaw 2001) 
(Bowen & Ostroff 
2004) (Delmotte et al. 
2012) 
 
Consensus Refers to the degree to which principal message 
senders (e.g., top-level managers as well as HR 
manager) agree on the desired behaviour, 
organisational values, and the design of HRM 
practices. In addition, it refers to perceived 
fairness including distributive and procedural 
justice. 
(Bowen & Ostroff 
2004) 
Organisational 
commitment 
Affective 
commitment 
Refers to employees’ ‘emotional attachment to, 
identification with, and involvement in the 
organisation’. 
(Meyer et al. 2002) 
 
 
 
 
 
 
 
 
 
 
OCB 
Altruism Refers to helping another employee who has 
been absent, or faces work-related difficulties in 
doing their job. For example, helping new 
employees who do not know exactly how the 
work should be done. 
(Organ 1988) 
Courtesy Refers to the efforts exerted by an employee to 
prevent work-related problems with others. 
(Bell & Menjuc 2002) 
Sportsmanship Refers to tolerance and not complaining about 
trivial matters. 
(Organ 1988) 
Civic virtue Refers to actively participating in the 
organisational life. For example, an employee is 
willing to give advice, share information, and 
voluntarily attend and participate in the 
organisation’s events. 
(Podsakoff & 
MacKenzie 1997) 
Conscientiousness Refers to behaviour that goes beyond the 
standard requirement. For example, an 
employee is willing to attend before, and leave 
after, the required time. 
(Organ 1988) 
(Podsakoff & 
MacKenzie 1997) 
 
 
 
 
 
SQ 
Assurance Refers to telecom companies’ employees’ KSAs 
and courtesy, and the ability to inspire trust and 
confidence. 
(Parasuraman, 
Zeithaml & Berry 
1988) 
Empathy Refers to telecom company employees’ ability 
to give their customers personalised attention 
and care. 
(Schneider & White 
2004) 
Reliability Refers to telecom company employees’ ability 
to deliver the promised service dependably and 
accurately. 
(Schneider & White 
2004) 
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Responsiveness Refers to the telecom company employees’ 
willingness to provide prompt service and help. 
(Parasuraman, 
Zeithaml & Berry 
1988) 
Tangibles Refers to the telecom companies’ physical 
appearance in terms of facilities, equipment, 
employees, and communication materials. 
(Parasuraman, 
Zeithaml & Berry 
1988) 
 
5.3.3.2 Items Generation 
The current study depended on two different questionnaires directed to two different 
groups of respondents. The first questionnaire was developed and directed to the 
telecom companies’ employees in order to measure the relationship between HRM 
system and SQ, taking into account the mediating and moderating variables (HRM 
system, AMO model, affective commitment, OCB, and a strong HRM system and 
climate). The other questionnaire was adapted mainly to measure SQ, and was 
directed to the subscribers. An extensive and thorough investigation and review of 
the literature revealed a number of initial items intended to measure the research 
variables (see Appendix 5.1). 
HRM system items were developed based on previously established questionnaires. 
The initial set of 30 items was developed to measure the different practices of the 
HRM system, including job design, recruitment and selection, training, performance 
appraisal, and compensation and reward. For example, the items intended to measure 
recruitment and selection included ‘the company communicate the values and 
systems in the company to the new staff’ (Alleyne, Doherty & Greenidge 2006). 
Training, according to the literature was found to be measured using items such as 
‘Training plans are developed and monitored for all employees’ (Rogg et al. 2001). 
Performance appraisal and compensation and rewards were found to be measured 
using items such as ‘Employees in this company regularly (at least once a year) 
receive a formal evaluation of their performance’, and ‘The company reward system 
recognises the employee who contributes the most to the company’, respectively 
(Ahmad & Schroeder 2003; Gardner et al. 2001). Finally, job design was mainly 
dependent on items developed by Morgeson and Humphrey (2006). They developed 
and validated a comprehensive set of items that measure job design. An example 
includes ‘The job requires the performance of a wide range of tasks’. 
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The AMO was operationalised using 13 items. Employees’ ability items were 
derived from the definition given by both Jiang et al. (2012) and Aryee et al. (2013) 
(e.g., ‘I have the required skills and abilities to do my job effectively’). Employees’ 
motivation items were based on the work of Warr, Cook and Wall (1979) and Kehoe 
and Wright (2013). Warr and colleagues (1979) developed a scale to measure 
employees’ motivation, which has proved to be valid and reliable. The item ‘I feel a 
sense of personal satisfaction when I do this job well’ is one example of the items 
that measure motivation. The opportunity to participate was largely operationalised 
based on the work of Blumberg and Pringle (1982). They are considered the first to 
stress the importance of including the opportunity to participate as the third 
dimension of the AMO model. An example includes ‘I can use my personal 
judgements in carrying out my job’. 
The strong HRM system was first conceptualised by Bowen and Ostroff (2004). 
Delmotte and colleagues (2012) went a step further by developing and validating a 
scale that measures Bowen and Ostroff’s model of strong HRM system features 
(distinctiveness, consistency and consensus). By conducting exploratory factor 
analysis (EFA) and confirmatory factor analysis (CFA) with a sample of 128 line 
managers, they developed a solid instrument that has high reliability and validity. 
Thus, the current study depends on the work of Delmotte, De Winne and Sels (2012) 
to measure the construct of a strong HRM system. An example of the items used is 
‘The HRM system in this company has a high added value’. The initial number of 
items that measure this construct is 26 items. 
Regarding affective commitment, five items were adapted from the well-established 
measurement developed by Allen and Meyer (1990). An example of affective 
commitment items includes ‘I would be very happy to spend the rest of my career 
with this organisation’. OCB was operationalised using 10 items. These items were 
derived from the well-known OCB measurement developed by Podsakoff and 
colleagues (1990). According to LePine, Erez and Johnson (2002), Posakoff et al.’s 
(1990) measurement of OCB is considered the most reliable measure in the OCB 
literature. A sample of OCB items includes ‘The employee helps others who have 
been absent’, and ‘The employee consumes a lot of time complaining about trivial 
matters’. 
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Finally, SQ items were developed based on the SERVQUAL measurement 
(Parasuraman, Zeithaml & Berry 1988). The measurement was developed to assess 
how customers perceive SQ in terms of its five dimensions, namely, tangibles, 
reliability, responsiveness, assurance and empathy. This instrument has been tested 
and used in many studies and has been applied in many different service settings, 
including hotels (Saleh & Ryan 1991), hospitals (Babakus & Mangold 1992), 
banking (Kumar, Tat Kee & Taap Manshor 2009) and the telecommunications sector 
(Johnson & Sirikit 2002; Van der Wal, Pampallis & Bond 2002). A sample of the 
items used in this measurement include ‘When the company promises to do 
something by a certain time, it does so’. The basic underlying logic of the 
SERVQUAL measurement is to calculate the gap difference between perceived and 
expected SQ (Parasuraman, Zeithaml & Berry 1988). Brown, Churchill and Peter 
(1993), however, criticised the reliability and validity of using a difference score
13
 to 
measure SQ. They conducted an empirical study and proved that relying on a non-
difference score measurement yields better validity and reliability. Therefore, 
following the recommendation set by Brown, Churchill and Peter (1993), a focus has 
been directed to combine expectation and perception into one single measure. 
 
5.3.3.3 Scale Development 
Operationally defining the research constructs and generating the items, however, is 
meaningless unless they are measured. Thus, it is important to develop a 
measurement device or tool to examine these variables. An important feature in 
developing a research instrument is ‘scaling’. A scale is defined as a tool that a 
researcher uses to determine how individuals differ in their responses to each 
variable under study (Sekaran 2003). Stevens (1946) assumed that there are four 
different types of scales: nominal, ordinal, interval, and ratio. The degree of 
sophistication of data analysis is increased when we move from nominal to ratio. 
A nominal scale is used to assign the respondents to certain categories or groups 
(Sekaran 2003; Stevens 1946). The only useful information that a researcher can 
obtain from such a scale is the number of cases and the frequencies of the responses 
to each category (e.g., male versus female, employed versus unemployed). Although 
                                                          
13
 The difference between expected and perceived service quality. 
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the nominal scale is considered the most primitive scale, it can be used to understand 
important relationships and answer many questions (Stevens 1946). 
The second type of scale is the ordinal scale. The ordinal scale is derived from the 
rank-ordering operations (Stevens 1946). In this case, a researcher is interested in 
knowing the order of importance of a certain type of behaviour in the work group, 
for instance. Ordinal scales provide more information than simple nominal scales. In 
addition to knowing how individuals are categorised, ordinal scales provide useful 
information about individuals’ perceptions regarding each category (Sekaran 2003). 
The nominal and ordinal scales are best viewed as qualitative measures of the data. 
The most widely used scale for quantitative studies is the interval scale (Stevens 
1946). In this type of scale, a researcher is allowed to use certain arithmetical 
operations in the analysis of the data collected. Means, standard deviations, variance, 
and other statistics can be easily extracted from the interval scales. The Likert scale 
is a powerful example of interval scale (Sekaran 2003). According to the literature, 
there are many types of Likert scales, such as 5-point, 7-point, and 9-point Likert 
scales. Hinkin (1998 p. 110) argued that the coefficient alpha ‘has been shown to 
increase up to the use of five points, but then it levels off’. Thus, it is recommended 
to adopt the five-point Likert scale. 
The last and most powerful scale is the ratio scale. Such a scale can be used to 
determine all information that was available from nominal, ordinal and interval 
scales. It has the advantage of determining the absolute values of the data. Unlike the 
interval scales, which are designed to measure the magnitude of the differences 
between different points in the scale, ratio scales are able to determine the exact 
proportion in the difference between different points (Sekaran 2003; Stevens 1946). 
Based on the discussion above, the current study employed the nominal scale to 
measure the demographic characteristics of both samples (employees and 
subscribers), and the interval scale with a five-point Likert scale ranging from 1—
strongly disagree to 5—strongly agree). Respondents were asked to indicate the 
degree to which they agree or disagree with all the items in the instrument. 
According to Sekaran (2003), ratio scales are usually used when a researcher is 
interested in using objective measures of the variables. Since the current study 
109 
focused on measuring subjective rather than objective measures, the use of interval 
scales was considered appropriate. 
 
5.3.3.4 Validating the Research Instrument 
To be confident that the developed research instrument is valid and the resulting 
outcomes are reliable, the instrument should undergo certain procedures and tests. 
The main objective here is to ensure that the items generated to measure a given 
variable are accurately reflecting the information that a researcher desires, and that 
the respondents are able to understand and are willing to answer the questions 
(Grimm 2010). According to Sekaran (2003), the goodness of the research 
instrument can be obtained by measuring both the reliability and validity. 
 
5.3.3.4.1 Reliability 
A research measurement or instrument is not free of errors; instead, most of the 
instruments hold a certain amount of errors (John & Benet-Martínez 2000). 
Individuals who participate in the study may be careless, unmotivated or simply 
bored. The research instrument is a human made object, which makes it more likely 
to be subjected to a wide range of errors. Moreover, the variables being tested may 
not be built on a valid theoretical basis. Altogether, these errors contribute to 
weakening the generalisability of the instrument, which is considered an important 
feature of good measurement (Cronbach 1972). A good measurement, according to 
Cronbach (1972), is one that produces the same inferences or results over different 
samples and at different times. At this point, the tests of reliability present itself as a 
powerful indication of whether the research instrument can be generalised across 
different samples and times. 
Simply put, reliability refers to the degree to which a research instrument provides 
consistent measurement of the variable under consideration (Sekaran 2003). 
Traditionally, reliability has been addressed in terms of three facets of 
generalizability: time, forms and items (John & Benet-Martínez 2000). To ensure 
generalisability over time, a researcher is advised to conduct test-retest reliability 
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(stability). In this case, the same instrument will be tested using the same respondents 
in a different time. The higher coefficient indicates higher reliability, hence, 
generalisability (Sekaran 2003). The second reliability measure is parallel-form 
reliability. Reliability is measured by giving the respondent different forms of the 
questionnaire (e.g., changing the wording or the sequences of the items). Instrument 
reliability is said to be high when a high correlation exists between the two forms. 
The two previously mentioned reliability tests are measured by employing the 
Pearson or intraclass correlation coefficient (John & Benet-Martínez 2000). The last 
reliability measure is the internal consistency of the items. Internal consistency is 
defined as the homogeneity of the instrument items in measuring the different 
variables (Sekaran 2003). In other words, it reflects whether respondents are able to 
attach the same meaning of different items to their intended variables. 
Among the three mentioned procedures to test reliability, the internal consistency of 
items was employed in this study for the following reasons. First, the sample of the 
current study were employees working for private companies, which made it difficult 
for the researcher to distribute the questionnaire more than one time; thus, test-retest 
reliability was not applicable in this study. Second, according to Cronbach (1951), 
parallel-form reliability and internal consistency yield almost the same coefficient 
alphas. Finally, Streiner (2003) has argued that the most important and widely used 
indicator of reliability is internal consistency. Thus, internal consistency will be 
considered as the reliability measure in this study. 
The most common measure of internal consistency is the alpha coefficient (Churchill 
1979; Streiner 2003). It is not sufficient, however, to rely solely on alpha coefficient 
indices to measure instrument reliability. This is because the homogeneity (also 
called unidimensionality) cannot be measured by simply employing the alpha 
coefficients index (Clark & Watson 1995; John & Benet-Martínez 2000). This can be 
illustrated by knowing the differences between internal consistency and 
homogeneity. Clark and Watson (1995, p. 315) mentioned that: 
Internal consistency refers to the overall degree to which the items that make up a 
scale are inter-correlated, whereas homogeneity and unidimensionality indicate 
whether the scale items assess a single underlying factor or construct. 
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According to the literature, unidimensionality can be measured using CFA (Gerbing 
& Anderson 1988). 
The recommended approach to address internal consistency is to measure the alpha 
coefficient first, then measure the unidimensionality (Churchill 1979). This is 
because alpha provides the necessary information about how the different items 
perform in ‘capturing the construct’, hence the internal consistency. Then, 
unidimensionality serves to assure the accuracy of the measurement by using CFA 
(Clark & Watson 1995). The appropriate level of Cronbach’s alpha, according to 
Nunnally (1978), ranges from 0.7 for high internal consistency and 0.6 for acceptable 
or sufficient consistency. 
 
5.3.3.4.2 Validity 
Validity refers to the degree to which a research instrument measures what it intends 
to measure (Sekaran 2003). There are three common types of validity, content/face 
validity, criterion-related validity, and construct validity. Content and face validity 
are closely related since they can be measured using the same method (e.g., panel or 
experts). Content validity refers to the representativeness of the items that measure 
the constructs (John & Benet-Martínez 2000). Content validity is established by 
developing a set of possible items relevant to each construct, among which a 
researcher can systematically assemble the instrument items. Face validity can be 
defined as the degree to which the items measure what they are supposed to measure 
(Sekaran 2003). Both content and face validity can be measured through a panel of 
experts to evaluate the items (Olson 2010). 
Criterion-related validity (also called external validity) refers to the degree to which 
a research instrument differentiates each individual by a specific criterion (Sekaran 
2003). Criterion-related validity is divided into concurrent and predictive validity. 
Concurrent validity occurs when a research instrument differentiates individuals who 
are—based on theoretical considerations—perceived to be different. Conversely, a 
predictive criterion refers to the instrument ability to differentiate individuals’ future 
scores based on the current scores (Cronbach & Meehl 1955; John & Benet-Martínez 
2000). 
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Finally, construct validity refers to the degree to which a research instrument 
provides results in line with the theories outlining each construct (John & Benet-
Martínez 2000; Sekaran 2003). Construct validity can be obtained through 
convergent and discriminant validity. Convergent validity is defined as the degree to 
which two different instruments measuring the same variable are highly correlated 
(Peter 1981). CFA can be used to measure the convergent validity. Dunn, Seaker and 
Waller (1994) have argued that convergent validity can be achieved easily after 
conducting unidimensionality CFA. In this case, all factor loadings must be 
statistically significant. 
Discriminant validity, conversely, is obtained when the different constructs included 
in the instrument are uncorrelated and distinct from each other (Alfes et al. 2013; 
Sekaran 2003). According to the literature, discriminant validity can be measured by 
following Fornell and Larcker’s (1981) method. This method states that discriminant 
validity occurs when the variance resulting in each variable (including its latent 
variables) is greater than the variance the variable shares with other variables 
(Gavino, Wayne & Erdogan 2012). 
The current study focused on two methods to assess the instrument validity, namely, 
content/face validity and construct validity. The omission of criterion-related validity 
was based on previous studies. According to John and Benet-Martínez (2000, p. 
351), criterion-related validity by itself is considered an ‘imperfect indicator of the 
construct to be measured’. Moreover, Cronbach and Meehl (1955) have criticised the 
validation of any given construct based on certain criteria. 
 
5.3.3.5 Pre-test of the Research Instrument 
The type of validity that can be obtained in a pre-test stage, according to Sekaran 
(2003) and Olson (2010), is the content/face validity. In a pre-test stage, researchers 
usually depend on a panel of experts to evaluate the instrument in terms of validity 
(Olson 2010; Rothgeb, Willis & Forsyth 2007). In this case, a researcher is interested 
to obtain experts review and assessments of the clarity and understandability of the 
research instrument. A review of the literature has indicated that there is no certain 
number of experts needed in undertaking the pre-test. The number can range from 2 
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to 20 experts (Olson 2010). As a result, this study approached 10 experts and 
practitioners. An email invitation to participate in the pre-test stage was sent to 10 
experts and practitioners, including Zain’s HR department, to evaluate the research 
instruments. The experts were asked to assess the questionnaire and determine 
whether: 
 the respondents can clearly understand the questions being asked 
 the time to answer the whole questionnaire is reasonable 
 there are any possible questions that should be added/deleted 
 the instructions provided are understandable 
 the items are closely related to the variables being measured. 
The results of the pre-test indicated that the majority of the items in the first 
questionnaire (employee questionnaire) were considered easy to understand and 
closely related to the researched variables, except for a few items. For example, four 
out of 10 experts agreed that item number 21 (Promotions and pay increases are 
based on achieving documented) was not clear. Accordingly, the item was revised 
and rewarded. In addition, item number 60 (HR management and line management 
are clearly on the same wavelength) was considered difficult to understand by 
normal employees. Thus, it was reworded using simpler wording. Further, the HR 
department of Zain was concerned about using negative sentences
14
 in the 
questionnaire. This required rewording of all the items that held negative meanings 
or that were reversely coded. For example, item number 45 (Many of the HR 
practices introduced by the HR department are useless) was reworded and the word 
‘useful’ was used instead of ‘useless’. Moreover, the HR department of Zain 
requested that some items were either deleted or reworded, because they asked about 
sensitive information. For instance, item number 56 (In this company, the 
distribution of bonuses and other rewards is perceived as fair by employees) was 
reworded using a more general statement about the reward system. Further, regarding 
the items that were intended to measure the AMO model, a suggestion was made to 
add two more items specifically for the ability and motivation part of the AMO 
model to obtain the full meaning of the construct and to be more in line with the 
definitions of each variable. Table 5.6 presents the results of the pre-test and the 
actions taken. 
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 Reversely coded items. 
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Table 5.6 Pre-test results 
Research 
Variable 
Questionnaire Item Comments and 
Suggestions 
Actions Taken 
 
 
 
 
 
 
 
 
 
HRM system 
The company deliberately uses 
realistic previews during 
recruitment and selection  
Three experts suggested 
rewording the item 
Item reworded 
Promotions and pay increases are 
based on achievements 
documented 
Four experts suggested 
rewording the item 
Item reworded 
The company raises pay for 
employees based on job 
performance 
Sensitive information 
(Zain HR department) 
Item reworded 
The company provides 
employees with companywide 
bonuses 
Two experts including 
Zain HR department 
suggested rewording the 
item 
Item reworded 
Qualified employees have the 
opportunity to be promoted to 
positions of greater pay and/or 
responsibility 
Zain HR department 
suggested rewording the 
item 
Item reworded 
The company provides the 
opportunity to earn a 
commission for performance 
Zain HR department 
suggested rewording the 
item 
Item reworded 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Strong HRM 
system 
The HR department undertakes 
exactly those actions that meet 
our needs 
Three experts suggested 
rewording the item 
Item reworded 
Many of the HR practices 
introduced by the HR department 
are useless 
Zain HR department 
asked to use positive 
items instead of negative 
ones 
Item revised 
The actual functioning of the HR 
department is a mystery to a 
large part of the employees 
Three experts indicated 
that the item is not clear 
Item reworded 
In general, the HR staff is met 
with much appreciation in this 
company 
Two experts suggested 
rewording 
The item was replaced 
by a new item 
Employees are regularly 
informed about the initiatives 
taken by the HR department 
Zain HR department 
perceived the item as a 
sensitive item 
Item has been reworded 
There is a wide gap between 
intended and actual effect of HR 
practices 
Three experts claimed it is 
not clear 
Item reworded 
In this company, HR policy 
changes every other minute 
Four experts suggested 
rewording the item 
Item reworded 
In this company, the distribution 
of bonuses and other rewards is 
perceived as fair by employees 
Two experts including 
Zain HR department 
suggested rewording the 
item  
HR management and 
line management are 
clearly on the same 
wavelength 
The HR department regularly 
takes decisions based on 
favouritism 
Zain HR department 
asked to replace the 
negative wording 
Item has been reworded, 
using positive words 
Some employees in this Zain HR department Item has been reworded, 
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company get preferential 
treatment because they are 
friendly with HR staff 
asked to replace the 
negative wording 
using positive words 
HR management and line 
management are clearly on the 
same wavelength 
Five experts suggested to 
reword the item 
Item reworded 
AMO 
(ability) 
I have the ability to develop new 
ideas to improve the work 
Needed to be added to 
represent the definition  
Item added 
AMO 
(motivation) 
I feel a sense of pride when I go 
to work 
It is better to increase the 
number of items to five as 
indicated by Hair et al. 
(2010)  
Item added 
Source: Author 
 
Finally, the average time to answer the questionnaire was assessed by the panel of 
experts to be around 16 minutes. In conclusion, based on the pre-test results, the 
panel of experts’ evaluation of the instrument indicated that the instrument’s content, 
measured what it intended to measure, hence content and face validity were met. 
The second questionnaire (SERVQUAL) was reviewed by 10 different experts and 
practitioners and the results revealed that the questionnaire is simply worded and 
easy to understand. The only comments, however, were directed to questions number 
18 (The company does not give you individual attention) and 19 (Employees of the 
company do not give you personal attention). The comment was that the two items 
seem similar, which could confuse the respondent. Item number 18 was deleted, 
because according to Colvin and Boswell (2007), organisations do not perform, 
‘people do’. 
 
5.3.3.6 Pilot Study 
Following the recommendation set by Churchill (1979), the first assessment that a 
researcher should consider in addressing the instrument reliability is the coefficient 
alpha. After conducting a pre-test, a revised set of items is ready to be tested by 
conducting a pilot study. A pilot study is defined as a small version of the main study 
conducted with a small sample possessing the same characteristics of the main study 
sample (Grimm 2010; Van Teijlingen & Hundley 2002). A pilot study is important 
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since it serves as a warning for any problem that could arise in the main study, so a 
researcher can avoid or prevent it from occurring (Van Teijlingen & Hundley 2002). 
An email invitation including an online link to the questionnaire was sent to 45 
employees working in telecommunications companies in Kuwait. Employees were 
asked to participate in the pilot study by giving their perceptions about the HRM 
department in their organisation, the AMO model, their affective commitment and 
their OCB (see Appendix 5.2 for the questionnaire). Twenty employees participated 
in the pilot study, which accounts for 44% of the targeted sample. A review of the 
literature indicated that a sample size for conducting a pilot study can range from 10 
to 30 (Johanson & Brooks 2009). According to Isaac and Michael (1971), a sample 
of 10 to 30 respondents provides many advantages in terms of simplicity of 
calculation and the ability to address research hypotheses. Thus, 20 respondents 
deemed appropriate to conduct a pilot study. The result indicated good internal 
consistency for the first questionnaire (employees) and the second questionnaire 
(subscribers) with Cronbach’s alphas of 0.90 and 0.74, respectively. Table 5.7 
presents the internal consistency of the different variables that resulted from the pilot 
study. 
Table 5.7 Pilot study results’ ‘internal consistency’ 
Variable Cronbach’s Alpha 
HRM system 0.86 
Strong HRM system 0.86 
AMO model 0.83 
Affective commitment 0.76 
OCB 0.65 
SQ 0.74 
Source: Author 
 
5.3.4 Data Collection Methods 
The current study relied on two questionnaires to gather data and approach 
respondents. Regarding the telecom employees’ questionnaire, a questionnaire 
package, including an official letter from RMIT University (see Appendix 5.3) and a 
cover letter outlining the research aims and significance was given to the HR 
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manager in the three companies. The researcher personally administered this step to 
introduce and clarify the research in terms of the aims, significance and deciding 
who should participate in the study. After approximately one week (which was 
considered enough time for the HR managers to review the questionnaires), the 
researcher contacted the HR managers via telephone and email to schedule a time to 
submit the questionnaires to the HR department. 
Subsequently, a paper-based and an online link of the questionnaire was sent to the 
HR departments, which in turn, randomly distributed the questionnaire to 800 
employees working in the three telecom companies. The decision to use the online 
questionnaire alongside a conventional paper-based survey was based on the 
following justifications. First, one of the HR departments claimed that they do not 
accept any paper-based questionnaire and preferred the online version instead. 
Second, since the current study intended to approach employees working in the three 
companies, an online survey had the ability to reach the entire population with less 
effort, time and cost. Third, online surveys (thanks to technological and 
communicational advances) provide the respondent the freedom to answer the 
questions at convenient times using their personal computers or even their smart 
phones. 
With regard to the second questionnaire, the researcher was unable to obtain 
subscribers’ information from the telecom companies due to security and privacy 
reasons. Therefore, a personally administered questionnaire was employed. 
Respondents were personally and randomly approached outside the 
telecommunications companies’ branches and introduced to the research objectives 
and significance. Kuwait has six major governorates as indicated by Table 5.8. 
Although Farwania is considered the densest governorate in terms of population, the 
data was mainly gathered from Al-Asima, Hawalli. This is because these two 
governorates are well served by the telecommunications companies. This was clearly 
indicated by the number of telecom branches in the two mentioned governorates 
compared to the other governorates. Telecom subscribers were asked to participate 
voluntarily by filling out a questionnaire about their perceptions of the SQ provided 
by the company with which they were subscribed. The reason for using a self-
administered questionnaire was that the response rate in this method is almost 100% 
(Sekeran 2003). 
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Table 5.8 Kuwait governorates and telecom companies’ branches 
Governorate Population Zain Ooredoo VIVA 
Al-Asima 546,423 21 11 9 
Hawalli 915,502 20 10 11 
Al-Ahmadi 878,427 12 10 10 
Al-Jahra 517,506 8 4 3 
Mubarak Al-Kabeer 242,511 4 - - 
Farwania 1,133,556 5 4 12 
Source: Public Authority for Civil Information (2016a); Zain official website (2014); Ooredoo official website 
(2014); VIVA official website (2014). 
 
5.3.5 Data Analysis 
Two types of statistical methods were used in this research: descriptive statistics and 
inferential statistics. Descriptive statistics through SPSS 22 were used as a means to 
calculate the frequencies, percentages, averages and standard deviations that provide 
a comprehensive description of the demographic factors, as well as to provide a 
comprehensive view of the agreement respondents demonstrated to the various 
paragraphs of the questionnaire. Conversely, inferential statistics were used to test 
the hypotheses and to identify the relationships between independent and dependent 
variables. Structural equation modelling (SEM) was done through AMOS 22 
software. SEM is considered appropriate for the current study because the research 
model is perceived as a path analytic model with mediating and moderating 
variables. In addition, the model includes latent variables that are measured using 
multiple items. Therefore, SEM, according to Katou and Budhwar (2010), is suitable 
for such kind of research models. In general, the data analysis of the current study 
can be summarised in the following steps: 
Step one: The survey instrument was developed based on previous literature. Content 
validity of the instrument was analysed and tested through a panel of experts; 
whereas, instrument reliability was tested by conducting a pilot study. The results of 
the pre-test and pilot study were discussed in the current chapter. 
Step two: This mainly concerned preparing and cleaning the data from missing 
values, outliers, and checking the normality of the variables. Expectation 
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maximisation (EM) algorithm (Dempster, Laird & Rubin 1977) was used as a 
remedy to any potential missing data. Outlier problems were determined by 
comparing the mean against the trimmed mean (Miller 1993). Moreover, the 
Mahalanobis distance test was conducted to assess outliers further. The normality of 
the variables was tested by establishing the critical values of both skewness and 
kurtosis (Hair et al. 2010). Chapter 6 provides a detailed discussion about the results 
of the data cleaning and the statistical assumptions. 
Step three: This concerned checking the validity and reliability of the survey 
instrument. It included testing both convergent and discriminant validity of the 
different constructs. CFA, factor loading, and goodness-of-fit indices (GOF) will be 
used to check construct validity. Construct reliability will be assessed through 
internal consistency via Cronbach’s alpha. Chapter 7 presents the results of 
convergent and discriminant validity, and construct reliability. 
Step four: Step four checked and tested the research hypotheses. This step included 
estimating the significance and the direction of the relationships, and also estimating 
whether the data fitted the proposed model. Hypotheses testing results and GOF of 
the model will be discussed in Chapter 7. 
Regarding the mediation effect, Baron and Kenny’s (1986) procedures were 
followed. First, a relationship between the independent and dependent variable must 
be established. Second, a relationship between the independent and the mediator 
needs to be tested. Third, there should be a significant relationship between the 
mediator and the dependent variable. Finally, the effect of the independent variable 
should drop in either strength or significance when entering the mediator in the 
equation. 
 
5.4 Research Ethics 
The current study was approved by RMIT University to be conducted in the 
telecommunications companies in Kuwait during the period from 17 March 2015 to 
22 July 2017. (See Appendix 5.4 for the Ethics Approval Letter granted by RMIT 
University). 
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5.5 Summary 
This chapter has outlined the methodology adopted in this study. The current study 
followed a post-positivism paradigm, using the quantitative method. Two 
questionnaire instruments were developed and tested using expert review and 
reliability tests. The research context included employees working in three mobile 
and internet telecom companies in Kuwait, and their subscribers. A paper-based and 
an online version of the questionnaire were sent to the HR departments of the three 
companies, and a paper-based questionnaire was used with the telecom companies’ 
subscribers. SEM was used to test the research hypotheses through AMOS 22. 
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Chapter 6: Data Examination and Preparation 
 
6.1 Introduction 
To start the journey of data analysis, researchers must first have a solid 
understanding of the data properties in hand. Understanding and solving any 
potential problems in the data is a vital part in the data analysis process to ensure that 
the results derived from the data are relatively valid. That is, problems such as 
missing data, outliers, non-normal distribution, just to name a few, have serious 
hidden effects which may distort the final results obtained and, thus, decrease the 
credibility and accuracy of the results (Hair et al. 2010). Therefore, this chapter 
addresses the problems of missing data and outliers, in addition to meeting the 
statistical assumptions necessary for conducting multivariate and SEM techniques. 
The current chapter is organised into six sections. Section 6.2 focuses on missing 
data and the procedures followed to solve the problem of missing data. Section 6.3 
discusses outliers and their potential effect on the current study. Section 6.4 
addresses statistical assumptions, including normality, linearity and 
homoscedasticity. Section 6.5 sheds light on the CMB and the remedies that were 
used, including statistical remedies. Finally, Section 6.6 presents a brief discussion 
about the demographic make-up of the respondents. 
 
6.2 Missing Data 
Before commencing the main study data analysis, a researcher should pay careful 
attention to the rigour of the data gathered. That is, data that contain missing 
variables or items usually impose problems of losing statistical power and potential 
bias in the final results (Cole 2008). Thus, adopting missing data techniques is very 
important. According to the literature, numerous techniques can be used to address 
the problem of missing data, including casewise and pairwise deletion, mean 
imputation and regression imputation. The problem with those techniques, however, 
is that they treat the imputed values as an estimation of the unknown true values, 
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raising the possibility of having small artificial standard errors and p-values (Schafer 
& Olsen 1998; Cole 2008). Fortunately, researchers can overcome this problem by 
adopting the EM algorithm proposed by Dempster, Laird and Rubin (1977). The 
basic logic of the EM method is that, instead of the conventional thinking that 
missing data are something that we should simply delete or impute, the data are 
considered a source of variability that, when averaged, can obtain a meaningful 
prediction of how missing variables are distributed (Schafer & Olsen 1998). A 
review of the literature has revealed that the EM algorithm can be operationalised 
through either maximum likelihood (ML) or multiple imputation (MI) (Cole 2008). 
Given that the current study adopted SEM, the recommended technique, according to 
Allison (2001), is ML. The ML technique is easy to implement and can produce 
highly accurate estimations when combined with the EM algorithm (Cole 2008). 
The literature has revealed two main patterns of missing data, namely, ignorable and 
not ignorable (Hair et al. 2010). Ignorable missing data are of little interest and do 
not have a profound effect on the rest of the data since they are expected to appear 
due to the research design. In other words, they are considered part of the research 
design. Conversely, researchers are more concerned about the missing data that are 
not ignorable. This pattern of missing data could distort the rest of the data and, 
hence, misleading results could be derived. According to Hair et al. (2010 p. 46), not 
ignorable missing data could be classified as: 
1. Known missing data due to errors in data entry, failure to complete the entire 
questionnaire. 
2. Unknown missing data that are directly related to the respondent, such as 
refusing to respond to a certain question, not understanding, or having no 
opinion about the question asked. 
Accordingly, the type of missing data that occurred in the current study was missing 
data that are not ignorable and, specifically, unknown missing data. Therefore, it was 
important in this case to determine the amount of missing data. According to Hair et 
al. (2010), if the amount of missing data is low, the researcher may use any type of 
remedy to solve the issue. Conversely, high levels of missing data require special 
attention to determine the randomness pattern of the missing data before deciding on 
the best remedy. According to Hair et al. (2010), the best way to determine the level 
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of missing data is by calculating the percentage of missing value for each case and 
variable. 
By referring to both tables (6.1 and 6.2), it is clear that the majority of missing data 
were below the 10% threshold set by Hair et al. (2010), which implied that the 
missing data could be ignored, except for case number 22 which had 21.1% of 
missing data. Although the majority of the cases had less than 10% missing data, one 
more step needed to be taken before deciding whether to treat them as ignorable or 
otherwise. This step was applied to determine the randomness of the missing data. 
Generally, two different levels of randomness exist in the missing data, missing at 
random (MAR) and missing completely at random (MCAR). However, in order to 
determine the nature of randomness of the missing data, a t-test statistic should be 
undertaken to determine the differences in the mean values between different groups. 
According to the t-test results, as well as Little’s MCAR test, a systematic difference 
hypothesis in the missing data was rejected (Little’s MCAR test is .995) and, 
accordingly, the missing data were classified as MCAR rather than MAR, which 
allowed the researcher to choose freely among the available imputation methods 
(Hair et al. 2010). 
A review of literature has revealed that in either case (MAR or MCAR), a researcher 
should select among the available imputation methods to replace the missing data 
with estimated values based on valid values of other cases. Given that the current 
study included missing data that were classified as MCAR, the best method of 
imputation, according to Hair et al. (2010), is the EM method. 
124 
Table 6.1 Missing data by variable 
Variable N. of cases Mean Std. Deviation Missing 
N. Per cent 
HRM3 199 3.5587 1.03352 1 .6 
HRM16 199 3.5978 .99165 1 .6 
HRM22 199 3.4860 1.01316 1 .6 
HRM25 199 3.3799 1.04979 1 .6 
AMO1 199 4.3464 .68090 1 .6 
AMO2 199 4.4134 .51608 1 .6 
AMO3 199 4.1453 .61909 1 .6 
AMO4 199 3.9218 .76769 1 .6 
AMO5 199 4.2346 .62775 1 .6 
AMO6 199 3.9721 .85084 1 .6 
AMO7 199 4.3017 .70992 1 .6 
AMO8 199 4.3575 .58597 1 .6 
AMO9 199 4.4190 .66862 1 .6 
AMO10 199 4.0670 .89692 1 .6 
AMO11 199 3.8939 .90871 1 .6 
AMO12 199 4.0000 .74953 1 .6 
AMO13 198 4.0281 .80556 2 1.1 
AMO14 199 4.1117 .66097 1 .6 
AMO15 199 4.1844 .59453 1 .6 
SHRM1 199 3.5307 .94981 1 .6 
SHRM7 199 3.6927 3.81754 1 .6 
SHRM12 199 3.4246 .87323 1 .6 
SHRM13 199 3.5084 .86355 1 .6 
SHRM17 199 3.6425 .85826 1 .6 
OCB4 199 4.1173 .73644 1 .6 
OCB10 199 3.4078 1.05795 1 .6 
Department 199   1 .6 
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Table 6.2 Missing data by case 
Case # Missing % Missing 
11 1 1.3 
12 1 1.3 
18 1 1.3 
26 1 1.3 
32 1 1.3 
35 1 1.3 
43 1 1.3 
52 1 1.3 
65 1 1.3 
72 1 1.3 
56 1 1.3 
22 16 21.1 
 
Table 6.3 Summary of missing data results 
Number of Missing Data Per Case Number of Cases Per Cent of Sample 
0 188 94 
1 11 5.5 
16 1 0.5 
Total 200 100% 
 
6.3 Outliers 
The next step in preparing the data for the final analysis is the detection of outliers. 
Outliers are defined as data scores that are completely or distinctly different to the 
majority of the data set. Outliers may distort the data by either exaggerating or 
degrading the final result. Therefore, it is important to clean or solve the problem of 
any outliers existing in the data set. Outliers can be detected through univariate, 
bivariate or multivariate perspectives. Since the current study adopted SEM, the 
multivariate outlier technique is the preferred method (Byrne 2010; Kline 2011) 
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One of the common methods to detect multivariate outliers is the Mahalanobis 
distance (D
2
) (Hair et al. 2010). This statistical technique, according to Byrne (2010 
p. 106), ‘measures the distance in standard deviation units between a set of scores for 
one case and the sample means for all variables … An outlying case will have a D2 
value that stands distinctively apart from all the other D
2 
values.’ As a rule of thumb, 
Hair et al. (2010) identified a threshold of 2.5 standard value for detecting the 
multivariate outlier. In other words, any observation that has a standard value of 2.5 
or greater can be perceived as an outlier. Table 6.4 presents the outlier analysis and 
reveals that all variables had at least two outliers, except OCB, which was free of 
outliers. The detection of outliers, however, is worthless unless action has been taken 
to either transform or delete the outlier. Among different means through which 
researchers can determine the severity of outliers is the trimmed mean. The trimmed 
mean is defined as the process of deleting a pre-specified percentage of the highest 
and lowest values of observations and extracting the mean from the remaining 
values. It is considered one of the robust approaches to determine how greatly the 
problem of outliers might affect the data analysis (Miller 1993). As shown in Table 
6.4, both trimmed and non-trimmed means were very similar, which indicates that 
the outliers did not have a significant effect on the rest of the data set. Therefore, no 
action was taken and a decision was made to retain them in the study. 
 
Table 6.4 Outlier analysis results 
Variable Cases with Standard Values ≥ ± 2.5 5% Trimmed Mean Mean 
HRM system 22, 56, 58, 92 101.7303 101.0003 
AMO 38, 119, 147 62.5392 62.3992 
SHRMS
15
 27, 32, 97 64.6685 64.2684 
AFCOM
16
 38, 119, 147 20.2963 20.0722 
OCB No cases No cases No cases 
SQ 11, 16, 40, 100 73.4418 73.3810 
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 Strong HRM system 
16
 Affective commitment 
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6.4 Statistical Assumptions 
Cleaning the data set from missing data and solving the problem of outliers is 
considered to pave the way for the next stage of data preparation, namely, the 
statistical assumptions. Statistical assumptions tests are carried out to assure that the 
data complies with the statistics requirement necessary to derive valid statistical 
inferences. According to Hair et al. (2010), there are three fundamental assumptions 
that should be met statistically: 
1. normality 
2. homoscedasticity 
3. linearity. 
 
6.4.1 Normality 
Normality is defined as ‘the degree to which the distribution of the sample data 
corresponds to a normal distribution’ (Hair et al. 2010, p. 36). Since the current study 
relied heavily on parametric statistics such as t- and F-tests, it was imperative to meet 
the assumption of normality. Razali & Wah (2011 p: 21) stated that: 
Parametric statistical analysis assumes a certain distribution of the data, usually 
the normal distribution. If the assumption of normality is violated, interpretation 
and inference may not be reliable or valid. 
That is, in parametric studies where both F- and t-tests are commonly used, it was 
found that F and t statistics were largely affected by the distribution of the data. 
Thus, it is important to test the normality assumption before commencing data 
analysis. 
The normality of the data can be assessed either by focusing on the distribution of 
each item of the data (univariate normality), or on the normality of the composite 
variable, where the different items are combined to represent a common variable 
(multivariate normality). Although achieving the multivariate normality is sufficient 
to conclude normality in the univariate variables, evaluating and achieving the 
univariate normality is deemed more appropriate in most cases (Hair et al. 2010). 
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Therefore, the focus was directed first to the univariate normality, followed by the 
multivariate normality to further support the normality assumption (DeCarlo 1997). 
The first step in assessing normality is to study the shape of distribution of the data. 
Two different shapes are commonly mentioned in previous research, namely, 
kurtosis and skewness. According to the literature, a formula has been proposed to 
assess the likelihood that the data suffers from either skewness or kurtosis 
distribution, specifically by calculating the z values (Allen, Bennett & Heritage 2014; 
Hair et al. 2010).
17
 As suggested by Hair et al. (2010), the critical values of the z 
kurtosis and skewness should not exceed ± 2.58 for a significance level of 0.01, or ± 
1.96 for a significance level of 0.05. A more lenient threshold of ± 10, however, was 
proposed by Kline (2011). 
The results of normality tests, as presented in Appendix 6.1, indicated that the 
majority of univariate items achieved normal distribution according to the more 
lenient measures proposed by Kline (2011). Conversely, the majority of kurtosis tests 
were found to indicate normal distribution according to the more stringent measure 
of normality (Hair et al. 2010). Thus, the univariate normality test was successfully 
tested and it indicated normal distribution. Since the majority of the variables did not 
achieve normality according to the more stringent measure (± 2.58, ± 1.96), it was 
considered wise to conduct remedies through transformation in order to achieve 
further strong normality. According to the literature, many types of transformation 
can be used, among which the inverse, square root and logarithms are mostly applied 
(Osborne 2012). 
Appendix 6.2 presents the univariate normality test results after conducting the 
inverse transformation. The results indicate that of the 97 variables, only six 
variables showed slight deviation from normality (negative skewness) according to 
the stringent (± 2.58, ± 1.96) ratio. Regarding kurtosis, all the 97 variables 
demonstrated normal distribution in the ± 2.58 to ± 1.96 critical ratios, except one 
variable. Conversely, all 97 variables achieved normal distribution according to the 
more lenient measure of normality (Kline 2011). Since the current study relied on 
SEM via AMOS, which is considered a covariance-based statistical technique, the 
deviation in normality, especially in the form of skewness, was not of great concern 
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(Byrne 2010). A deviation in the form of kurtosis, conversely, may have strong 
effects on either the variances or covariances of the data (DeCarlo, 1997). 
Accordingly, the six variables with skewness problem did not pose a serious threat. 
Achieving the univariate normality, however, does not necessarily assume 
multivariate normality. Accordingly, to further support the normality assumption, 
multivariate normality tests need to be conducted. The same procedures followed in 
testing univariate normality can be applied to test multivariate normality. 
Table 6.5 reveals different results regarding the normality of the data. For example, 
both the HRM system and AMO appear to be completely non-normal according to 
the more stringent measure of normality. The normality hypotheses were rejected at a 
significance level of 0.05 for both kurtosis and skewness. Thus, the HRM system and 
AMO were skewed to the right with −0.785 and −0.600, respectively, and peaked 
with 1.060 and 2.002, respectively. Moreover, the strong HRM system (SHRMS) 
and affective commitment (AFCOM) were both partially normally distributed. Both 
variables were slightly skewed to the right with values of −0.481 and −0.595 for 
SHRMS and AFCOM, respectively. However, they have normal distribution with 
respect to kurtosis. Finally, the only variables that were perceived to be normally 
distributed were the OCB and SQ. Accordingly, the normality assumption was 
violated according to the more stringent measure, but accepted according to the 
lenient measures proposed by Kline (2011). 
 
Table 6.5 Standardised values and normality tests results 
Variable Skewness SE Kurtosis SE z skewness z kurtosis 
HRM system −0.785 0.181 1.060 0.360 4.337 2.944 
AMO −0.600 0.181 2.002 0.360 3.314 5.561 
SHRMS −0.481 0.181 0.139 0.360 2.657 0.386 
AFCOM −0.595 0.181 −0.230 0.360 3.287 0.638 
OCB −0.122 0.181 −0.642 0.360 0.674 1.783 
SQ −.178 .168 .770 .334 1.059 2.305 
 P* ≤ 0.05, 0.01 
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The three types of transformation were applied as a remedy to the non-normal 
variables and it was found that the best normality achieved was by using the inverse 
transformation. Table 6.6 presents the standardised values of both skewness and 
kurtosis after conducting the transformation, which indicated that the variables are 
confidently normally distributed. 
To support the assumption of normality further, both Kolmogorov-Smirnov and 
Shapiro-Wilk tests were conducted. According to Table 6.7, all variables were shown 
to be normally distributed, except for AFCOM and OCB. According to the literature, 
these tests are highly sensitive and researchers should not rely on them. Rather, they 
should be backed up with other statistical and graphical techniques (Allen et al. 
2014). Consequently, the histogram graphs and the statistical techniques used 
previously (see tables 6.5 and 6.6) indicated that the two variables were normally 
distributed. Thus, the data seemed ready to proceed to the next level in data 
preparation. 
 
Table 6.6 Normality test after conducting transformation 
Variable Skewness SE Kurtosis SE z skewness z kurtosis 
HRM −0.061 0.182 −0.322 0.362 0.335 0.889 
AMO 0.108 0.182 −0.009 0.362 0.593 0.024 
SHRMS −0.036 0.182 −0.270 0.362 0.197 0.745 
AFCOM −0.187 0.182 −0.585 0.362 1.027 1.616 
 
Table 6.7 Kolmogorov-Smirnov and Shapiro-Wilk tests of normality 
 Kolmogorov-Smirnova Shapiro-Wilk 
Variable Statistic Df Sig.
 
Statistic df Sig.
 
HRM .025 178 .200 .997 178 .965 
AMO .050 178 .200 .993 178 .603 
SHRMS .043 178 .200 .997 178 .969 
AFCOM .093 178 .001** .962 178 .000** 
OCB .088 180 .002** .982 180 .018*
 
SQ .031 209 .200 .996 209 .865 
P** ≤ 0.05, P* ≤ .01 
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6.4.2 Homoscedasticity 
After addressing the problem of non-normal distribution of the data, which, 
according to Hair et al. (2010), can affect the homoscedasticity assumption, it was 
appropriate then to test for the dispersion of the dependent variables. 
Homoscedasticity is defined as the consistent pattern of dispersion of the dependent 
variable values across the values of the independent variable (Gujarati 2003). The 
importance of ensuring the homoscedastic nature of the variable lies in the effect it 
has on the result of hypotheses testing in terms of being too ‘sensitive’ or too 
‘stringent’ (Hair et al. 2010). Therefore, numerous techniques were introduced to test 
the homoscedasticity assumption. Just as with normality tests, the two common ways 
to test homoscedasticity are by graphical and statistical tests. 
A visual inspection by relying on graphical techniques such as the ‘scatter plot’ 
revealed a consistent pattern of dispersion among both dependent and independent 
variables, except for AFCOM, which showed a slight departure from 
homoscedasticity. Thus, the homoscedasticity assumption was partially confirmed. 
The scatter plot, however, does not provide ‘definitive answers’ to homoscedasticity. 
Thus, to assess the homoscedasticity nature of the variance further, an application of 
statistical tests should take place (Pallant 2013). One of the most common tests for 
homoscedasticity is the Levene test (Gastwirth, Gel & Miao 2009). The Levene test 
was proposed to test the equality of the variance (homogeneity) of metric variables 
against non-metric variables. Table (6.8) presents the results of the Levene test. 
Table 6.8 Levene’s test for homoscedasticity 
 Non-Metric Variables 
Metric Variable Gender Age Education Experience 
Levene Sig. Levene Sig. Levene Sig. Levene Sig. 
HRM system 0.821 0.451 0.850 0.393 
AMO 0.039 0.134 0.009 0.889 
SHRMS 0.230 0.014 0.090 0.001 
AFCOM 0.019 0.004 0.206 0.422 
OCB 0.600 0.018 0.053 0.348 
SQ 0.967 0.965 0.461  
P ≤ 0.05 
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According to Table 6.8, HRM has shown a consistent pattern of dispersion among 
the non-metric variables. Thus, a homoscedasticity pattern was presented. 
Conversely, there was an apparent problem with the assumption of homoscedasticity, 
especially for the age variable. Age revealed a high heteroscedasticity level for 
SHRMS, AFCOM and OCB with a significance level of 0.014, 0.004 and 0.018 
respectively. In addition, a notable pattern of heteroscedasticity was found in 
SHRMS with three non-metric variables, namely, age, education and experience. 
Regarding OCB, however, while it showed a consistent pattern of variance, a 
heteroscedastic pattern was found with age at a significance level of 0.018. 
According to Hair and colleagues (2010, p. 82), ‘the relative lack of either numerous 
problems or any consistent patterns across one of the non-metric variables suggests 
that heteroscedasticity problems will be minimal’. Thus, OCB was considered to 
have a relative homoscedastic nature, whereas SHRMS, AFCOM, AMO and the 
non-metric variable ‘age’ all showed a serious violation of the homoscedasticity 
assumption. Thus, further investigations of the homoscedasticity assumption needed 
to be undertaken. 
According to the literature, statistics that are more robust can be used when the 
Levene’s test fails to accept the homogeneity or homoscedasticity assumption. Welch 
and Brown-Forsythe’s test of equality of means is considered the appropriate 
equality test when the assumption of homoscedasticity is violated (Allen et al. 2014). 
Welch and Brown-Forsythe’s test is a test of the homogeneity or equality of variance 
of different groups using one-way ANOVA with an F statistic. 
 
Table 6.9 Welch and Brown-Forsythe’s test of homogeneity 
 Non-Metric Variables 
Metric 
variable 
       Gender          Age      Education      Experience 
Welch 
Sig. 
Brown-
Forsythe 
Sig. 
Welch 
Sig. 
Brown-
Forsythe 
Sig. 
Welch 
Sig. 
Brown-
Forsythe 
Sig. 
Welch 
Sig. 
Brown-
Forsythe 
Sig. 
AMO .263 .263 .006 .045 .164 .127 .020 .021 
SHRMS .013 .013 .030 .083 .076 .114 .889 .896 
AFCOM .078 .078 .016 .059 .170 .108 .167 .171 
OCB .006 .006 .065 .231 .003 .001 .695 .649 
P ≤ 0.05 
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The results of Welch and Brown-Forsythe’s test revealed that the metric and non-
metric variables were perceived to have equal variance and, thus, the 
homoscedasticity assumption has been met. According to Table 6.8, the Levene’s 
test indicated that AMO, SHRMS and AFCOM showed patterns of heteroscedasticity 
with the non-metric variables such as gender, age and education. Welch and Brown-
Forsythe’s test, however, revealed that the variables under consideration were all 
non-significant, except for AFCOM. According to the results presented in Table 6.9, 
both tests (Welch and Brown-Forsythe) have different results regarding affective 
AFCOM. The Welch test indicated significant difference in the variance between 
AFCOM and age with a significance level of .016. In contrast, the Brown-Forsythe 
test revealed a non-significant difference at a level of .059. According to the 
literature, the Brown-Forsythe test is perceived to be the more powerful and in the 
event of different results between Welch and Brown-Forsythe test, the choice should 
be the Brown-Forsythe test, especially when using similar sample sizes (Tomarken & 
Serlin 1986). As a result, even though the result was two-sided for AFCOM, it was 
perceived to be homoscedastic. 
 
6.4.3 Linearity 
Linearity is an essential requirement and a prerequisite assumption for all statistical 
techniques and tests (Hair et al. 2010). Linearity is important because it tests the 
association between the variables and whether the correlation coefficients truly and 
adequately represent those associations. In addition, detecting non-linearity helps the 
researcher to overcome the probability of underestimating the strength of the 
relationship between the different variables (Osborne & Waters 2002). Thus, it is 
important to check whether there is any departure from a linearity assumption. 
According to Hair and colleagues (2010), ‘the most common way’ to detect linear 
relationship between the variables is by applying scatter plot diagrams. The results of 
the scatter plots (Appendix 6.3) revealed that the relationships between the different 
variables were all linear and, hence, the linearity assumption was approved. 
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6.5 Common Method Bias 
CMB has been a source of concern for many researchers during the last decade. 
According to the literature, CMB can be defined as the procedures used in or the 
characteristics of the measurement instrument, which induces similar responses 
among the respondents (Edwards 2008). As a result, the variance accounted for in the 
variables may not be related to the constructs; rather, it is because of the 
measurement itself. 
Although different perspectives have emerged regarding the negative effect that 
CMB may have on the validity and reliability of the measurement, a consensus has 
been formed that researchers should pay careful attention to the serious problems that 
may arise from CMB (Podsakoff, MacKenzie & Podsakoff 2012). A review of the 
literature indicated that CMB may have a dramatic effect on both measurement error 
and empirical testing of the hypotheses (Podsakoff et al. 2003). Therefore, a close 
examination of the sources of CMB is needed. Among many sources of CMB is the 
single respondent bias. 
A review of the literature has revealed that relying on the same respondent to provide 
the information pertaining both to the dependent and to the independent variables can 
result in misleading findings. For example, Podsakoff MacKenzie and Podsakoff 
(2012) found that the correlation between ‘leader behaviour and outcome’ is ‘239%’ 
larger when derived from the same source than from different respondents. Thus, it is 
important to control for such a problem. In order to address the CMB resulting from 
relying on single respondents, the current study was designed to elicit information 
regarding the dependent and independent variables from different sources. That is, 
two questionnaires were adopted and directed to both subscribers and employees to 
measure the different variables in the study.
18
 
Another source of CMB is the characteristics of the items being used to measure the 
different variables. Factors such as complexity, ambiguity, social desirability and 
similar patterns of items
19
 are examples of the factors that cause CMB (Podsakoff et 
al. 2003). In order to prevent possible CMB resulting from these factors, the current 
study followed the following procedures: 
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 Refer to sections 5.4.1 and its sub-sections for more information regarding the respondents. 
19
 The opposite to reverse-coded items. 
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First, the complexity and ambiguity of the items was solved through conducting a 
pre-test of the questionnaire. Both questionnaires were sent to experts and 
practitioners to assess the items’ understandability, relevancy and adequacy. As a 
result, a set of recommendations for both questionnaires was proposed. 
Consequently, both questionnaires were modified in accordance with the pre-test 
results.
20
 
Second, regarding the social desirability and the similar patterns of items, a reverse 
coding was used in order to mitigate the probable CMB. Unfortunately, the 
researcher was unable to continue using the reverse-coded items. An HR department 
of one of the participating companies rejected all the reversed-coded items. Although 
it was difficult to use the reverse-coded items as a control for CMB, several other 
statistical methods can be used, among which Harman’s single-factor test is deemed 
the most and widely adopted technique (Podsakoff et al. 2003). According to 
Malhotra, Kim and Patil (2006, p. 1867), ‘in this single-factor test, all of the items in 
a study are subject to EFA. Then, CMV is assumed to exist if a single factor emerges 
from un-rotated factor solutions.’ 
                                                          
20
 Refer to section 5.3.3.5for more information regarding the pre-test results. 
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Table 6.10 Harman’s single-factor test 
Component Initial Eigenvalues Extraction Sums of Squared Loadings 
 Total % of Variance Cumulative Total % of Variance Cumulative 
1 21.116 21.769 21.769 21.116 21.769 21.769 
2 5.280 5.443 27.212 5.280 5.443 27.212 
3 4.434 4.571 31.783 4.434 4.571 31.783 
4 4.026 4.150 35.933 4.026 4.150 35.933 
5 3.280 3.382 39.314 3.280 3.382 39.314 
6 3.084 3.179 42.493 3.084 3.179 42.493 
7 3.036 3.129 45.623 3.036 3.129 45.623 
8 2.760 2.845 48.468 2.760 2.845 48.468 
9 2.543 2.622 51.089 2.543 2.622 51.089 
10 2.312 2.384 53.473 2.312 2.384 53.473 
11 2.176 2.244 55.716 2.176 2.244 55.716 
12 2.113 2.178 57.895 2.113 2.178 57.895 
13 1.857 1.914 59.809 1.857 1.914 59.809 
14 1.807 1.862 61.671 1.807 1.862 61.671 
15 1.650 1.701 63.372 1.650 1.701 63.372 
16 1.639 1.690 65.062 1.639 1.690 65.062 
17 1.543 1.591 66.653 1.543 1.591 66.653 
18 1.520 1.567 68.220 1.520 1.567 68.220 
19 1.410 1.453 69.673 1.410 1.453 69.673 
20 1.202 1.239 70.912 1.202 1.239 70.912 
21 1.187 1.224 72.136 1.187 1.224 72.136 
22 1.161 1.197 73.333 1.161 1.197 73.333 
23 1.147 1.182 74.515 1.147 1.182 74.515 
24 1.087 1.120 75.635 1.087 1.120 75.635 
25 1.016 1.047 76.683 1.016 1.047 76.683 
 
The result of the unrotated EFA with a principal component analysis indicated 25 
different factors extracted with an eigenvalue greater than 1. The 25 factors 
extracted, however, explained about 76.6% of the variance in the current model. 
Table 6.10 demonstrates that the greatest factor extracted explained about 21.7% of 
the variance. Accordingly, no single factor emerged, nor general factor that 
accounted for the majority of the variance existing. Therefore, the result indicated 
that CMB is of a little concern. 
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6.6 Summary 
This chapter was designed mainly as a pathway to the data analysis chapter. The 
initial data were examined and checked for missing data and outliers. The analysis 
revealed that missing data appeared in 12 cases. The missing data problem was 
solved through adopting the EM algorithm. Outliers were detected through the 
Mahalanobis distance, which revealed 17 cases as outliers. A comparison between 
the mean and the trimmed mean was conducted and indicated that the outliers did not 
have a significant effect on the rest of the data. 
Further, the data went through statistical tests to assure that the data has met all the 
statistical assumptions, such as normality, homoscedasticity and linearity, to conduct 
a multivariate analysis such as SEM. The results indicated that both univariate and 
multivariate normality were successfully achieved after conducting the inverse 
transformation. The homoscedasticity assumption was also statistically achieved 
through conducting Levene’s test, and Welch and Brown-Forsythe’s test of 
homogeneity. Moreover, the scatter plot diagrams indicated a linear relationship 
between the different variables included in the study. Finally, CMB was addressed 
through Harman’s single-factor test with EFA using principal component analysis. 
Twenty-five factors were extracted, which explained about 76.6% of the variance. 
Hence, CMB was of a little concern. 
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Chapter 7: Data Analysis and Findings  
 
7.1 Introduction 
The current study adopted SEM through AMOS 22. This was because the current 
study explored both the mediator and moderator variables linking HRM to OP. Since 
the study’s theoretical model includes multiple observed and latent variables, in 
addition to multiple path relationships, SEM was considered a powerful statistical 
technique through which observed, latent and multiple path analysis could be tested 
simultaneously and combined into one single model (Kline 2011). 
SEM is ‘a family of statistical models that seek to explain the relationships among 
multiple variables’ (Hair et al. 2010, p. 634). According to the literature, SEM is a 
combination of two distinct statistical methods, namely, path analysis and the 
measurement model (Kaplan 2008). Path analysis is a statistical technique adopted to 
test complex relationships between different variables, whereas the focus of the 
measurement model is on factor analysis, which mostly concerns defining the 
structural loadings of different observed variables on different latent variables (Hair 
et al. 2010; Salkind 2010). Both of the above methods have the disadvantage of not 
accounting for the latent variables in the analysis and, thus, increasing the possibility 
of having measurement error. Therefore, the basic underlying assumption of 
combining both methods (path and factor analysis) in SEM is to ‘mitigate the 
problems associated with measurement error thereby obtaining improved parameter 
estimates both in terms of bias and sampling variability’ (Kaplan 2008, p. 61). 
The aim of this chapter is to address the two main stages of SEM. Section 7.2 
discusses the measurement model, including the CFA of the different models. In 
addition, it presents the procedures followed to assess construct validity (content, 
convergent and discriminant validity) and reliability. Section 7.3 summarises the 
path models (hypotheses testing). Section 7.4 provides a final perspective of the 
combined full SEM model. 
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7.2 Respondents’ Demographic 
After cleaning, screening and meeting the statistical assumptions, the data is ready to 
be analysed, and the first step usually followed in data analysis is to shed light on the 
demographic characteristics of the data. The current study included two different 
questionnaires directed to two different groups, namely, telecommunications 
companies’ employees and telecom subscribers. Thus, this section intends to draw a 
brief introduction about the general make-up of the study sample. 
 
7.2.1 Telecommunications Companies’ Employees 
Three telecom companies were approached and asked to participate in the current 
study. A total of 800 questionnaires were sent to all employees. Two hundred 
responses were returned and deemed appropriate for data analysis with a response 
rate of 25%. The low response rate is not a surprise since one of the 
telecommunications companies unexpectedly withdrew from the study. Additionally, 
it seems that the telecommunications sector is not an easy sector for obtaining a high 
response rate. This was clearly indicated by a total of 150 respondents gathered by a 
study conducted in two telecom companies in Kuwait, namely, Zain and Ooredoo 
(Sharif 2009). Thus, such a response rate was considered consistent with previous 
studies conducted in the same sector. Moreover, although the gathered sample did 
not meet the required sample size under the precision of ± 5%, it was considered a 
good and representative sample under the precision rate of ± 7%
21
 (Israel 1992) and, 
hence, was considered a representative sample with a confidence of 95%. 
Respondents were introduced to the questionnaire by five items asking about their 
demographic characteristics pertaining to gender, age, education, experience and the 
department they were employed in. 
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7.2.1.1 Gender 
The majority of the sample was male with 69%. The result is in accordance with 
what has been found in the Central Statistical Bureau of Kuwait (2015) report. The 
report has shown that males outnumber females in the information and 
telecommunications sector, and that the ratio of male/female was estimated to be 
roughly 1.9 to 1.0. Figure 7.1 presents the gender distribution in the study sample. 
 
Figure 7.1 Employees’ gender distribution 
 
 
7.2.1.2 Age 
Respondents were asked to indicate their age according to five age groups. The 
majority of respondents were found in the group age of 25–34 with 48.5%, followed 
by group age 35–44 with 33.5%. The results were found to be consistent with the 
2015 labour force survey. A close examination of the Kuwait labour force survey 
report (Central Statistical Bureau 2015) revealed that 42.3% of the Kuwaiti 
workforce is in the age group of 25–34, 34.4% in the age group of 35–44, and 14% 
in the age group of 45–54. Moreover, the results seem reasonable for the age group 
of 18–24 with only 5%, since the normal age for employment in Kuwait starts at the 
age of 23 to 24. Figure 7.2 demonstrates the frequencies and distributions of age 
among the respondents. 
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Figure 7.2 Employees age distribution 
 
 
7.2.1.3 Education 
Kuwaiti society is a well-educated society and the government ensures education 
throughout the various educational levels. Recalling the discussion in Chapter 3, the 
Kuwaiti government is responsible for educating all Kuwaiti citizens for free. This 
was truly reflected by the results obtained in this study. The results showed that the 
majority had obtained a bachelor degree, with 59%, followed by both diploma and 
postgraduate degrees, with 18%. However, only 5% of the respondents had obtained 
a high school certificate. The results were also found to support the 2015 report of 
the Kuwaiti labour force (Central statistical Bureau 2015) which indicated that the 
majority of the workforce in Kuwait held both a bachelor and a postgraduate degree 
(80.8%) followed by a diploma (78.1%). See Figure 7.3 for more detail. 
Figure 7.3 Employees’ education level 
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7.2.1.4 Experience 
With regard to years of experience in working in the telecom companies, the results 
indicated that employees who had experience of between 5 to 15 years were in the 
majority at almost 35% of the total respondents; whereas only 9.5% had experience 
of between 16 to 20 years. Figure 7.4 presents detailed information about the level of 
experience in the study sample. 
 
Figure 7.4 Employees’ experience level 
 
 
7.2.1.5 Department of Employment 
The research questionnaire was sent to the HR departments of each company, which 
in turn distributed the questionnaire to the different departments within the company. 
The majority of respondents were employed in the telecom regulation department, at 
24%, followed by the HR department at 18.5%. Figure 7.5 shows the distribution of 
the sample among different departments. 
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Figure 7.5 Department of employment 
 
 
7.2.2 Telecom Subscribers 
The second questionnaire was mainly directed to telecom companies’ subscribers to 
assess SQ. A total number of 210 questionnaires were gathered with a response rate 
of 52.5%. Respondents were introduced to the questionnaire with five items asking 
about their demographic characteristics pertaining to gender, age, education, 
nationality and the telecom company with which they are subscribed. 
 
7.2.2.1 Subscriber Gender 
The results show that the majority of respondents were male with 71.9%. This large 
difference between male and female is due to the social difficulties that the 
researcher encountered when approaching female participants. The tribal nature of 
Kuwaiti society and the Islamic orientation makes it difficult to approach female 
participants. Regardless of the difficulties encountered in collecting the data, the 
results provide a somewhat realistic picture of the Kuwaiti population in terms of 
gender distribution. According to the most recent report published in the Public 
Authority of Civil Information official website (2016b), males account for almost 
60% of the population, while females account for 40%. Thus, the results are 
considered a good representative of the population. 
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Figure 7.6 Subscriber gender 
 
 
7.2.2.2 Subscriber Age 
Telecom subscribers were asked to identify their age group according to five age 
groups. Figure 7.7 indicates that the majority of the respondents fell within the 25–34 
age group, at 31.9%, followed by the age group 35–44 at 27.1%. Conversely, only 
8% of the respondents were aged 55 or older. The results were consistent with the 
Public Authority of Civil Information report, Kuwait (2016). The report indicated 
that the majority of Kuwait’s population is in the age group of 25–34 followed by 
both 35–44 and 18–24. 
 
Figure 7.7 Telecom subscribers’ age distribution 
 
Male 
72% 
Female 
28% 
54 
67 
57 
15 17 
25.7% 
31.9% 
27.1% 
7.1% 8.1% 
18-24 25-34 35-44 45-54 55 or older
Frequency Percent
145 
7.2.2.3 6.Subscriber Education Level 
The results revealed that most of the respondents have obtained a bachelor degree, at 
59.5%, whereas only 11.4% held a high school certificate. As was mentioned before, 
the results reflect the true picture of how well educated Kuwaiti citizens are. Figure 
7.8 portrays the education level among the respondents. 
 
Figure 7.8 Subscriber education level 
 
 
7.2.2.4 Telecom Subscriber Nationality 
The vast majority of respondents are Kuwaiti citizens, at 83.3%. Figure 7.9 presents 
the percentages of Kuwaiti versus non-Kuwaiti citizens. 
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Figure 7.9 Telecom subscribers’ nationality 
 
 
7.2.2.5 Subscriber Distribution Among Telecommunication Companies 
According to Hasan and Faruqui (2013), Zain is considered the leading company in 
terms of market share, followed by Ooredoo. VIVA is in third place.
22
 The 
demographic results confirmed Hasan and Faruqui’s (2013) report. The results 
indicated that 54% of the respondents are subscribers of Zain, followed by Ooredoo 
at 26%. Figure 7.10 presents subscribers’ distribution among the three companies. 
 
Figure 7.10 Subscribers distribution among telecom companies 
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7.3 Measurement Model 
To test the research hypotheses, a measurement model needs to be developed. 
According to measurement theory, a measurement can only be established when the 
variables have been defined and the relationship between the observed and latent 
variables have been specified (Hair et al. 2010). Thus, a measurement model can be 
defined as a model that includes multiple observed variables measuring different 
latent variables (Norman & Streiner 2003). Several steps can be followed when 
establishing the measurement model; however, Hair and colleagues (2010) identified 
four stages. Figure 7.11 presents the four stages that researchers should follow in 
developing their measurement model. 
Figure 7.11 Four-stage process for developing a measurement model 
 
Source: Hair et al. (2010, p. 654) 
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7.3.1 Content Validity 
According to Figure 7.11, the first stage in the development process of the 
measurement model is to operationally define the research variables and identify the 
different items that measure the variables. In other words, this stage ensures the 
content validity of the measurement model. Content validity refers to the 
representativeness of the items that measure the constructs (John & Benet-Martínez 
2000). Content validity is established by defining the variables and developing a set 
of possible items relevant to each construct, among which a researcher can 
systematically assemble the instrument items. An operational definition of all 
variables, as well as a pool of large number of initial items, were generated and 
tested through a panel of experts. The results indicated that the majority of the items 
are considered easy to understand and are closely related to the researched variables, 
except for few items.
23
 
 
7.3.2 Specifying the Measurement Model 
The second stage of a measurement model, according to measurement theory, is to 
specify the proposed relationships among the different variables. Accordingly, based 
on the literature and theories discussed in Chapter 4, the current study has proposed a 
theoretical model that portrays the relationships between the variables. A discussion 
of measurement model relationships is detailed in Section 7.2.4. 
 
7.3.3 Designing the Study 
The research design is a road map that guides researchers’ efforts during their 
research journey. It focuses on several issues, such as defining the purpose of the 
study, the types of investigations, a time horizon, the target population and sample, 
data collection and the statistical techniques used to test research hypotheses 
empirically. In the methodology chapter (Chapter 5), a detailed discussion has been 
presented regarding the different scopes of research design. What is important now, 
however, is the sample size. Sample size is an important prerequisite for conducting 
                                                          
23
 Refer to Chapter 5, section 5.4.1 and its associated sections for more details about content validity. 
149 
SEM. The literature has revealed an ongoing debate among researchers regarding the 
minimum sample size required to conduct SEM. This has resulted in different 
perspectives. For example, Kline (2011) argued that the minimum sample size with 
respect to the SEM is a ratio of 20:1. In other words, each parameter should have at 
least 20 samples. Hair et al. (2010), however, mentioned a more lenient sample size. 
They argued a ratio of 1:5 as a minimum sample required. Thus, each variable needs 
at least five observations. The current study has achieved a sample size of 200 and 
210 for both the employees’ and the subscribers’ questionnaires, respectively. Such a 
sample is considered sufficient to conduct SEM for the following reasons: 
Although different perspectives have emerged with regard to the best sample size to 
conduct SEM, a typical sample size of 200 was used in many published articles. 
Kline (2011) mentioned that up to 165 articles published in the personality, social 
psychology and management science journals in the years between 1990 and 2006 
used an SEM with a sample size of 200. Thus, a sample of 200 is generally perceived 
to be good. However, a sample of 200 is less than ideal if the model exhibits non-
normal distribution and/or other statistical assumption violations (Hair et al. 2010). 
Nevertheless, the current data has revealed normal distribution and all the statistical 
assumptions have been met.
24
 Therefore, a sample of 200 was considered adequate. 
Finally, the sample is considered a representative sample if it has a precision of ± 
7%. Israel (1992) mentioned that a population size of 2000 can be represented by a 
sample of 185 and a population of greater than 100,000 can be represented by a 
sample of 204 under the precision of ± 7%. Accordingly, a sample of 200 employees 
and 210 subscribers was considered a representative sample. In other words, the 
results derived from the sample represent the true value of the population with a 
confidence level of 95% and a precision level of ± 7% (Israel 1992). Thus, the 
samples of 200 employees and 210 subscribers are considered appropriate. 
 
7.3.4 Assessment of Measurement Model 
After defining the research constructs, developing the measurement model and 
addressing the research design, the next step is to assess whether the measurement 
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model is valid. The validity of the model depends to a great extent on two different 
assessments, namely, construct validity and the GOF that the data shows to the 
proposed model (Hair et al. 2010). Construct validity refers to the degree to which a 
research instrument provides results in line with the theories outlining each construct 
(John & Benet-Martínez 2000; Sekaran 2003). In order to achieve construct validity, 
two types of validity need to be achieved, namely, convergent and discriminant 
validity. A more detailed discussion regarding both convergent and discriminant 
validity is provided in the next sections. 
 
7.3.4.1 Convergent Validity 
Convergent validity is defined as the degree to which two different items measuring 
the same variable are highly correlated (Peter 1981). CFA can be used to measure 
convergent validity. Dunn and colleagues (1994) argued that convergent validity can 
be achieved easily after conducting CFA. In this case, all factor loadings must be 
statistically significant. In general, convergent validity can be measured through a 
combination of different measures including standardised factor loading (SFL), GOF, 
construct reliability and average variance extracted (AVE) (Hair et al. 2010; Straub, 
Boudreau & Gefen 2004). 
A researcher can apply CFA to extract the factor loading of each item to a latent 
construct. Consequently, a high loading of the items to one construct implies strong 
convergent validity of those items. Since the unstandardised loadings have no upper 
or lower boundary, it is most common to standardise the factor loading to simplify 
the interpretation process. According to Hair and colleagues (2010), standardised 
loading estimates should not be less than 0.5 to have good convergent validity. 
A second mean of assessing convergent validity is the GOF. The GOF statistic is 
defined as the extent to which the data truly reflects the proposed theory. In other 
words, it measures how close the proposed theory is to reality (Hair et al. 2010). 
Different types of fit indices have been established in the literature and can be 
grouped into three main categories: absolute fit measures, incremental fit indices and 
parsimony fit indices (Hooper, Coughlan & Mullen 2008; Kline 2011). Table 7.1 
presents the different types of GOF indices. 
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Table 7.1 GOF indices 
GOF 
Category 
GOF Statistics Definition 
 
 
 
 
Absolute fit 
indices 
Chi-square (χ2) 
 
‘Assesses the magnitude of discrepancy 
between the sample and fitted covariance 
matrices’. (Hu & Bentler 1999, p. 2) 
Goodness-of-fit index 
(GFI) 
An alternative approach to χ2 that shows 
only a guideline for fit with no statistical 
indications. (Hair et al. 2010) 
Root mean square error 
of approximation 
(RMSEA) 
An indicator of how well the proposed 
theoretical model’s parameters fit the 
population estimated covariance matrix. 
(Hooper, Coughlan & Mullen 2008) 
Root mean square 
residual (RMR) and its 
standardisation (SRMR) 
A measure of the average covariance 
residuals and its difference to the 
hypothesised covariance model (Hooper et 
al. 2008; Kline 2011). SRMR is the 
standardised value of RMR. 
 
 
 
Incremental 
fit indices 
Normed fit index (NFI) A measure that compares the χ2 of the 
model against that of an alternative or null 
model. (Hair et al. 2010) 
Comparative fit index 
(CFI) 
An improved version of NFI, except that it 
takes into account the sample size, 
especially small samples. (Hooper, 
Coughlan & Mullen 2008) 
Tucker-Lewis index 
(TLI) 
‘A comparison of the normed χ2 values for 
the null and specified model’. (Hair et al. 
2010, p. 668) 
 
 
Parsimony fit 
indices 
Adjusted goodness-of-
fit index (AGFI) 
Takes into account model complexity 
through measuring the difference between 
the already used degrees of freedom and the 
total degrees of freedom available (Hair et 
al. 2010) 
Parsimony normed fit 
index (PNFI) 
The adjustment measure of NFI, which 
takes into account the degrees of freedom 
and model complexity. (Mulaik et al. 1989) 
 
Although different types of fit indices have been established, a limited number of fit 
indices were found to be frequently reported in the literature. For instance, the χ2 
statistic and its associated p value and degrees of freedom, is a fit statistic that must 
always be reported (Kline 2011). Moreover, Hair and colleagues (2010) argued that 
alongside the χ2, a combination of absolute, incremental and parsimony fit indices 
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should be reported. A review of the literature has revealed that χ2, p value, degrees of 
freedom, RMSEA, SRMR, CFI, TLI and NFI were among the most reported indices 
(Gavino 2012; Katou 2012; Liao et al. 2009; Nishii, Lepak & Schneider 2008; Rogg 
et al. 2001). Therefore, following the recommendations set by both Kline (2011) and 
Hair et al. (2010) the current study has followed a combination of fit indices. Table 
7.2 presents the fit indices used in this study and their related cut off or level of 
acceptance values. 
 
Table 7.2 Fit indices used in the current study 
GOF Category GOF 
Statistics 
Level of Acceptance Reference  
 
 
 
Absolute fit 
indices 
χ2 Significant p value is 
considered acceptable 
(Hair et al. 2010) 
χ2 /df Should not exceed 3 and in 
some cases 5 
(Pedhazur & Schmelkin 
2013) 
RMSEA Values less than 0.08 (Hu & Bentler 1999; Hair 
et al. 2010) 
SRMR Values less than 0.06, or 
0.09, given that CFI is 
above .92 
(Hu & Bentler 1999; Hair 
et al. 2010) 
 
 
Incremental fit 
indices 
CFI Values greater than 0.92 (Hair et al. 2010) 
NFI Values greater than 0.90 (Schermelleh-Engel 
Moosbrugger & Müller 
2003) 
TLI Values greater than 0.92 (Hair et al. 2010) 
Parsimony fit 
indices 
PNFI Values greater than 0.50 (Hooper et al. 2008) 
 
To further assess convergent validity, a third important measure that accounted for 
the SFL needed to be calculated. AVE is an indication of good convergent validity 
and is calculated by taking the average of the SFL of all items within the construct. 
In other words, it is the average of the communality (Hair et al. 2010). According to 
Fornell and Larcker (1981), an AVE value of ≥ 0.5 indicates good convergent 
validity. 
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Finally, construct reliability through its well-known measure, Cronbach’s alpha, is a 
good indicator of convergent reliability. The appropriate level of Cronbach’s alpha, 
according to Nunnally (1978), ranges from 0.7 for high internal consistency to 0.6 
for acceptable or sufficient consistency. 
 
7.3.4.2 Discriminant Validity 
Discriminant validity, conversely, is obtained when the different constructs included 
in the instrument are uncorrelated and distinct from each other (Alfes et al. 2013; 
Sekaran 2003). In other words, it reflects the construct uniqueness and it explains 
some relationships that other constructs do not. According to the literature, 
discriminant validity can be measured by comparing ‘the AVE for each factor with 
the squared inter-construct correlations associated with that construct’ (Hair et al. 
2010, p. 723). A construct is said to be discriminately valid when the AVE is greater 
than the squared inter-construct correlations (Hair et al. 2010). 
 
7.3.5 First-Order and Second-Order Factor Model 
Theoretical underpinnings of the different constructs may impose some restrictions 
on the chosen level of CFA model. That is, according to the literature, the CFA 
model may take different levels, where the first-order factor is perceived to be an 
indicator of the second higher-order factor (Hair et al. 2010). Consequently, the 
current study included two variables that hypothesised at the higher second-order 
factor, namely, the HRM system and the strong HRM system. 
Brown (2006) identified three consecutive steps that researchers should follow to 
manage higher-order CFA models. First, examine a first-order CFA to assure that a 
good fit to the data is presented. Second, examine the strength of the correlation 
between the different factors in the first-order CFA. Finally, fit the second-order 
factor in accordance with the conceptual and statistical justifications. By following 
the same procedures adopted in the first-order CFA, the validity of a second-order 
CFA can be assessed through GOF indices. In addition, Brown (2006) indicated that 
an assessment of the model fit when the second-order factor is included should not 
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result in a significant reduction in the correlation between the first-order factors. 
Hence, a slight decrease in model fit after introducing the higher second-order factor, 
is a good indication of the validity of the higher-order CFA model. 
Next, the chapter will address the different constructs that make up the measurement 
model in the current study. 
 
7.3.6 Measurement Model of HRM 
The human resource management system was conceptualised as a construct that 
includes six different practices, namely, job design, recruitment, selection, training, 
performance appraisal and compensation. The current study adopted the virtuous 
overlap approach, which stresses the systematic perspective of HRM. The systematic 
perspective of HRM was captured through the adoption of CFA. The justification of 
using this methodology is that CFA is a technique that depends on covariation or 
shared variance among a set of different variables. Consequently, such shared 
variance can be used to reflect aggregated variables, which altogether represent the 
main construct that drives the values of all the observed variables (Chadwick 2010). 
Thus, according to the literature, HRM is considered a latent (second-order) 
construct, which can be addressed through the CFA analysis. Hence, the higher-order 
factor analysis procedure, as outlined by Brown (2006), was followed in this study. 
A detailed discussion of the first-order factors will be presented for each factor, 
followed by a discussion of the second-order model, which incorporates the six first-
order factors. 
 
7.3.6.1 One-Factor Measurement Model of Job Design 
Job design, as depicted in Figure 7.12, has a measurement model consisting of five 
items. The results, presented in Table 7.3, revealed an inadmissible model fit. The 
GOF indices, for instance, all showed poor model fit. In addition, the SFL for items 
HRM4 (.05) and HRM5 (.00) were not within the acceptable level of 0.5. Therefore, 
a close examination of both standardised residual covariance and the modification 
indices MIs was employed. 
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As expected, the standardised residual covariance matrix revealed that both HRM4 
and HRM5 caused the most problems for the model. It was found that both items had 
a very high residual covariance of 9.383. According to Hair and colleagues (2010, p. 
713), ‘standardised residual for any pair of items between ± 2.5 and ± 4.0 deserves 
some attention’. This was also supported by the results that appeared in the MIs. The 
MIs showed that the error terms of the above items resulted in 88 degrees of 
reduction in χ2. Therefore, the CFA analysis was re-run without HRM4 and HRM5. 
 
Figure 7.12 Proposed CFA model for job design 
 
 
Table 7.3 GOF statistics and factor loadings for the job design measurement 
model 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 126.417/(.000) CFI 0.702 PNFI 0.349 
df 5 NFI 0.697   
χ2 / df 25.283 TLI 0.404   
RMSEA 
SRMR 
0.341 
0.1685 
    
Item SFL SE p value   
HRM1 .906 .053 ***   
HRM2 .864 .046 ***   
HRM3 .635 .069 ***   
HRM4 .049 .072 ***   
HRM5 .002 .070 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
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Deleting HRM4 and HRM5 resulted in an improved model fit. Table 7.4 indicates 
that the GOF indices all showed good fit to the data. Further, SFL for all items 
presented acceptable values, which were reflected by the high convergent validity 
measured through AVE (.69). Finally, the model has achieved a high reliability (α = 
.83). Therefore, the model is accepted. 
 
Figure 7.13 Proposed CFA model for job design after deleting HRM4 and 5 
 
 
Table 7.4 GOF statistics and factor loading for job design after deleting HRM4 
and 5 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.365/ (.243) CFI .999 PNFI 0.332 
df 1 NFI .995   
χ2 / df 1.365 TLI .996   
RMSEA .042     
SRMR .0103     
 
7.3.6.2 One-Factor Measurement Model of Recruitment and Selection 
Recruitment and selection were measured through six items, as shown in Figure 7.14. 
The results, presented in Table 7.5, indicated that the model achieved inadmissible fit 
to the data. Therefore, an investigation was conducted to uncover the problems 
causing the misfit between the model and the data. 
After examining the standardised residual covariance matrix, it was found that 
HRM7 demonstrated high residual covariance (2.000) with HRM6. In addition, 
HRM11 was found to have high residual covariance (2.262) with HRM10. 
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Therefore, HRM7 and HRM11 needed to be managed with more caution. To 
investigate the cause of the misfit, the MIs were scanned. It was found that the error 
terms of HRM6 and HRM7 could result in decreased χ2 by almost 28 degrees. In 
addition, χ2 could be further decreased by more than 10 degrees if the error terms of 
both HRM10 and HRM11 were allowed to covary. 
Based on the discussion above, one can easily conclude that both HRM7 and 
HRM11 caused the most problem to the model. Therefore, HRM7 was discarded. 
Regarding HRM11, however, a decision was made to keep it and delete item 
HRM10. This was because both items shared a common variance but item HRM10 
had the lower SFL, which made it a stronger candidate for deletion than HRM11. 
Accordingly, HRM10 was deleted. 
 
Figure 7.14 Proposed CFA model for recruitment and selection 
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Table 7.5 GOF statistics and factor loading for recruitment and selection 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 65.246/(.000) CFI 0.842 PNFI 0.495 
df 9 NFI 0.824   
χ2 / df 7.249 TLI 0.737   
RMSEA 
SRMR 
0.173 
0.0417 
    
Item SFL SE p value   
HRM6 .707 .059 ***   
HRM7 .700 .060 ***   
HRM8 .631 .063 ***   
HRM9 .688 .061 ***   
HRM10 .373 .062 ***   
HRM11 .607 .067 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
The re-specified measurement model of recruitment and selection, shown in both 
Figure 7.15 and Table 7.6, achieved remarkable improvement in the GOF indices. 
Further, SFL for all items indicated acceptable values. Conversely, convergent 
validity (AVE) was found to be below the recommended level of .5 (.44). Although 
AVE was not within the acceptable level, SFL and Cronbach’s alpha (.75), all 
showed good model validity and reliability; hence, the model was accepted with the 
limitation of low AVE. 
Figure 7.15 Proposed CFA model for recruitment and selection after deleting 
HRM7 and 10 
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Table 7.6 GOF statistics and factor loading for recruitment and selection after 
deleting HRM7 and 10 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.809/ (.405) CFI 1.000 PNFI 0.330 
Df 2 NFI .990   
χ2 / df 0.91 TLI 1.003   
RMSEA .000     
SRMR .0170     
 
7.3.6.3 One-Factor Measurement Model of Training 
As shown in Figure 7.16, the measurement model of training included five items. 
The first CFA results revealed a relatively good model. Table 7.7 reveals mixed 
results regarding GOF indices. Therefore, to improve the measurement model of 
training, both standardised residual covariance and MIs were scrutinised. 
A close examination of the standardised residual covariance revealed that HRM15 
had an abnormal residual covariance (−1.136) relative to other items with HRM13. 
This was confirmed by the MIs, which indicated that the error terms of items 
HRM13 and HRM15 could be covaried and resulted in decreased χ2 by 14 degrees. 
Accordingly, the CFA analysis was repeated, allowing the error terms of both 
HRM13 and 15 to covary. 
 
Figure 7.16 Proposed CFA model for training 
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Table 7.7 GOF statistics and factor loading for training 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 35.487/(.000) CFI 0.939 PNFI 0.465 
df 5 NFI 0.930   
χ2 / df 7.097 TLI 0.877   
RMSEA 
SRMR 
0.171 
0.0417 
    
Item SFL S.E p value   
HRM12 .825 .038 ***   
HRM13 .772 .046 ***   
HRM14 .794 .042 ***   
HRM15 .758 .046 ***   
HRM16 .608 .068 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
The resulting model achieved good improvements in terms of the GOF indices. Table 
7.8 shows that GOF indices all indicated a good model fit. In addition, the model 
showed good SFLs, which were reflected in the good AVE value of (.59). Further, 
reliability was also found high enough (α = .86) to confidently accept the current 
model. Thus, the model was accepted. 
 
Figure 7.17 Proposed CFA model for training after error covariance 
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Table 7.8 GOF statistics and factor loading for training after error covariance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 10.646/ (.031) CFI .987 PNFI 0.392 
Df 4 NFI .979   
χ2 / df 2.661 TLI .966   
RMSEA .089     
SRMR .0287     
 
7.3.6.4 One-Factor Measurement Model of Performance Appraisal 
Figure 7.18 shows the measurement model of performance appraisal, which 
consisted of seven items. The initial findings, presented in Table 7.9, indicated that 
the model had a problem in terms of poor GOF indices. A close examination of the 
standardised residual covariance revealed that item HRM17 had a problem with item 
HRM19, which was represented by high residual covariance (2.146). This was 
confirmed by the low SFL of item HRM17 (.52). Moreover, the MIs confirmed that 
HRM17 might have caused the most problems in the misfit model. It was found that 
HRM17’s error terms could reduce the χ2 value by more than 40 degrees if allowed 
to covary with other items. In addition, it was found that allowing the error terms of 
HRM18 and HRM21 could result in improved χ2. Therefore, a decision was made to 
discard HRM17 and allow the error term to covary, and then re-run the analysis. 
 
Figure 7.18 Proposed CFA model for performance appraisal 
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Table 7.9 GOF statistics and factor loading for performance appraisal 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 90.932/(.000) CFI 0.860 PNFI 0.560 
df 14 NFI 0.841   
χ2 / df 6.495 TLI 0.790   
RMSEA 
SRMR 
0.162 
0.0723 
    
Item SFL S.E p value   
HRM17 .522 .064 ***   
HRM18 .697 .047 ***   
HRM19 .786 .050 ***   
HRM20 .752 .044 ***   
HRM21 .653 .076 ***   
HRM22 .622 .069 ***   
HRM23 .579 .064 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
The second run of the CFA analysis showed a better model fit than the previous run. 
The GOF indices, as indicated in Table 7.10, all showed good model fit. The only 
concern of the current model was that the AVE (.47) value was slightly below the 
recommended level of .5. The low level of AVE, however, was mitigated by the fact 
that the SFL for all items fell within an acceptable limit. In addition, the reliability of 
the items was found to be high with a Cronbach’s alpha of .84. Therefore, the model 
was accepted with the limitation of a slightly low AVE. 
Figure 7.19 Proposed CFA model for performance appraisal after error 
covariance 
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Table 7.10 GOF statistics and factor loading for performance appraisal after 
error covariance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 14.616/ (.023) CFI .981 PNFI 0.388 
df 6 NFI .969   
χ2 / df 2.436 TLI .954   
RMSEA .083     
SRMR .0324     
 
7.3.6.5 One-Factor Measurement Model of Compensation 
Compensation was measured through five items, as illustrated in Figure 7.20. The 
first run of the CFA analysis revealed an inadmissible model. Table 7.11 indicates 
that the majority of the GOF indices were not performing well according to the 
threshold adopted by this study. Thus, further investigation was needed. 
Although the standardised residual covariance showed that no problems existed in 
the model, the MIs revealed that the error terms of both HRM26 and HRM28, if 
allowed to covary, could result in decreased χ2 by roughly 17 degrees. Thus, the error 
terms were allowed to covary and the analysis was repeated. 
 
Figure 7.20 Proposed CFA model for compensation 
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Table 7.11 GOF statistics and factor loading for compensation 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 39.122/(.000) CFI 0.939 PNFI 0.466 
df 5 NFI 0.932   
χ2 / df 7.824 TLI 0.879   
RMSEA 
SRMR 
0.181 
0.0413 
    
Item SFL S.E p value   
HRM24 .60 .046 ***   
HRM25 .81 .047 ***   
HRM26 .91 .035 ***   
HRM27 .82 .038 ***   
HRM28 .64 .058 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
An obvious improvement in the measurement model of compensation was observed 
after covarying the error terms of HRM26 and HRM 28. The results presented in 
Figure 7.21 and Table 7.12 indicated an admissible and good model fit. The SFLs 
were all above the recommended level. Convergent validity, which is measured 
through the AVE (.61), was calculated and found within an acceptable limit. In 
addition, the Cronbach’s alpha indicated good reliability at .87. Therefore, the model 
was accepted and deemed valid and reliable. 
 
Figure 7.21 Proposed CFA model for compensation after error covariance 
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Table 7.12 GOF statistics and factor loading for compensation after error 
covariance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 6.856/ (.144) CFI .995 PNFI 0.395 
df 4 NFI .988   
χ2 / df 1.714 TLI .987   
RMSEA .058     
SRMR .0218     
 
7.3.6.6 Full First-Order Measurement Model for HRM System 
In the preceding sections, the first-order factor analysis has been described and the 
results have shown a relatively good model fit. The next step was to test the full first-
order measurement model. To do so, an assessment of the correlation as well as the 
overall model fit of the five factors was addressed. Figure 7.22 and Table 7.13 
indicate the results of the first run CFA analysis of the first-order HRM. First, the 
SFL of all items appeared to be within the acceptable limit. Second, the GOF indices 
indicated a good model fit with all indices above the recommended limit. Third, the 
reliability of the five factors measured through Cronbach’s alpha indicated that the 
five factors could be considered reliable. 
The only problem, however, was found in the measure of convergent validity AVE. 
Convergent validity was supported through the high value AVE, especially for job 
design (.67), training (.58) and compensation (.59). Conversely, both recruitment and 
selection, and performance appraisal achieved an AVE of .45 and .48, slightly below 
the recommended level of .5. AVE that is slightly below .5 does not pose a serious 
threat, especially when the SFLs, GOF indices and the overall reliability of the 
factors all indicate good model fit. Therefore, the current model was accepted with 
the limitation of slightly low AVE. 
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Figure 7.22 Full first-order measurement model for HRM 
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Table 7.13 GOF statistics of the full first-order measurement model for HRM 
Factor Item SFL AVE 25 GOF Indices 
Job design HRM1 .86 .67 .83 Absolute Incremental Parsimony 
HRM2 .88 χ2 = 171.867 CFI = .995 PNFI = .583 
HRM3 .71 (p value) = .182 NFI = .946  
Recruitment  
and selection 
HRM6 .62 .45 .75 df = 156 TLI = .991  
HRM8 .68 χ2 / df = 1.10   
HRM9 .71 RMSEA = .022   
HRM11 .69 SRMR = .0677   
Training HRM12 .85 .58 .86    
HRM13 .74    
HRM14 .79    
HRM15 .75    
HRM16 .65    
Appraisal HRM18 .67 .48 .84    
HRM19 .70    
HRM20 .74    
HRM21 .71    
HRM22 .64    
HRM23 .70    
Compensation HRM24 .65 .59 .87    
HRM25 .80    
HRM26 .87    
HRM27 .81    
HRM28 .70    
 
Although the convergent validity of the full measurement model of HRM was 
relatively supported with some exceptions, it was not sufficient to claim that the 
model was valid until a discriminant validity assessment could be considered. 
Discriminant validity, as mentioned in Section 7.2.4.2, can be measured by 
comparing ‘the AVE for each factor with the squared inter-construct correlations 
associated with that construct’ (Hair et al. 2010, p. 723). As indicated in Table 7.14, 
the HRM measurement model revealed some problems with regard to discriminant 
validity since the AVE values of REC and SEL
26
 (.45) and performance appraisal 
(.48) were less than the squared inter-construct correlation, indicating poor 
                                                          
25
 Cronbach’s alpha. 
26
 REC: Recruitment. SEL: Selection 
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discriminant validity. Thus, recruitment and selection, and training may be better 
represented as a one single factor rather than two separate factors. In addition, 
performance appraisal and compensation may be better viewed as one factor. 
Accordingly, recruitment and selection, and training were grouped into one single 
factor (skill enhancing), while performance appraisal and compensation were 
grouped into one single factor (motivation enhancing factor). 
 
Table 7.14 Discriminant validity of the HRM full first-order measurement 
model
27
 
 Job Design REC & SEL Training P. Appraisal  Compensation 
Job design .67 .025 .057 .193 .184 
REC & SEL .16 .45 .81 .462 .384 
Training .24 .90 .58 .49 .302 
P. appraisal .44 .68 .70 .48 .774 
Compensation .43 .62 .55 .88 .59 
 
Figure 7.23 presents the respecified measurement model of the HRM system. 
According to Table 7.15, the GOF indices indicated that the model demonstrated a 
good fit to the data. In addition, SFL appeared to be within the acceptable limit. 
Moreover, the model showed a good reliability coefficient for job design ( = .83), 
skill enhancing (.89), and motivation enhancing (.91). Finally, convergent validity 
was improved compared with the previous model. AVE was calculated and showed 
good convergent validity for job design (.67), skill enhancing (.50), and motivation 
enhancing (.50). 
                                                          
27
 Values on the diagonal are the construct AVE. Values under the diagonal are the construct implied 
correlations. Values above the diagonal are the squared correlations.
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Figure 7.23 Full first-order measurement model for HRM (three factors) 
 
 
Table 7.15 GOF statistics and factor loading for three-factor measurement 
model of HRM 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 181.725/ (.105) CFI .992 PNFI 0.593 
df 159 NFI .943   
χ2 / df 1.142 TLI .988   
RMSEA .026     
SRMR .0218     
 
With regard to discriminant validity, Table 7.16 indicates that the three variables had 
good discriminant validity. Therefore, the measurement model of the HRM system 
that consisted of three factors was accepted. 
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Table 7.16 Discriminant validity of the three-factor HRM full first-order 
measurement model
28
 
 Job Design Skill Enhancing Motivation Enhancing 
Job design .67 .048 .202 
Skill enhancing .22 .50 .448 
Motivation enhancing .45 .67 .50 
 
7.3.6.7 Second-Order Measurement Model for HRM 
The last step in addressing the higher-order CFA model of the HRM system was to 
fit the second or the higher-order factor (HRM system) to the first-order factors (job 
design, skill enhancing and motivation enhancing). Figure 7.24 and Table 7.17 
present the results of the first run of the second-order CFA of HRM. The results 
showed a good model and an admissible model fit. The GOF, SFLs, AVE and 
Cronbach’s alpha were all found to be within the accepted range. Thus, the model 
was accepted. 
Figure 7.24 Full second-order measurement model of HRM construct 
 
                                                          
28
 Values on the diagonal are the construct AVE. Values under the diagonal are the construct implied 
correlations. Values above the diagonal are the squared correlations.
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Table 7.17 GOF and factor loadings of full second-order measurement model of 
HRM construct 
Factor Item SFL AVE 29 GOF Indices 
Job design HRM1 .85 .67 .83 Absolute Incremental Parsimony 
HRM2 .87 χ2 = 171.620 CFI = .996 PNFI = .595 
HRM3 .73 p value = .234 NFI = .946  
S. enhancing HRM6 .66 .50 .89 df = 159 TLI = .993  
HRM8 .63 χ2 / df = 1.07   
HRM9 .65 RMSE = .019   
HRM11 .61 SRMR = .067   
HRM12 .83    
HRM13 .67    
HRM14 .75    
HRM15 .74    
HRM16 .69    
M. enhancing HRM18 .62 .50 .91    
HRM19 .58    
HRM20 .65    
HRM21 .68    
HRM22 .57    
HRM23 .71    
HRM24 .67    
HRM25 .73    
HRM26 .79    
HRM27 .75    
HRM28 .71    
HRM system Job Design 
(opportunity 
enhancing) 
.58 .59 .93    
Skill 
enhancing 
.77    
Motivation 
enhancing 
.92    
 
7.3.7 Measurement Model of AMO 
According to the theory of AMO, the AMO model is composed of three factors, 
namely, ability, motivation and opportunity to participate, which are considered the 
                                                          
29
 Cronbach’s alpha. 
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three main pillars of the model. In the following sections, the process for addressing 
each factor and testing to confirm validity are described. 
 
7.3.7.1 One-Factor Measurement Model of Ability 
Ability was measured using five items, as shown in Figure 7.25. The results of the 
first run of CFA, presented in Table 7.18, indicated that the proposed model achieved 
an unacceptable level of SFL, especially with AMO5. Moreover, the GOF indices 
showed poor fit. Accordingly, since the factor loading of item AMO5 was below the 
recommended value of .5 (Hair et al. 2010), a decision was made to delete AMO5 
because it had the lowest factor loading value. Moreover, an examination of the 
standardised residual covariance revealed that AMO4 had high standardised residual 
covariance with both AMO5 (2.867) and AMO3 (3.836), respectively. Such a high 
residual covariance warranted further attention since they achieved more than the 
minimum threshold set by Hair et al. (2010). According to Hair and colleagues 
(2010, p. 713), ‘standardised residual for any pair of items between ± 2.5 and ± 4.0 
deserves some attention’. Finally, by referring to the modification index, it was found 
that AMO4 could decrease χ2 values by up to 33.553 in the event of correlating the 
error terms of both AMO4 and AMO3. Thus, a decision was made to delete AMO4 
and AMO5 from the model. 
 
Figure 7.25 Proposed CFA model for ability 
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Table 7.18 GOF statistics and factor loading for proposed CFA model for ability 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 61.087/(.000) CFI .827 PNFI .408 
df 5 NFI .817   
χ2 / df 12.217 TLI .654   
RMSEA .232     
SRMR .0965     
Item SFL SE p value   
AMO1 .848 .028 ***   
AMO2 .800 .016 ***   
AMO3 .539 .030 ***   
AMO4 .498 .047 ***   
AMO5 .452 .032 ***   
*** = p < 0.001, ** = p <0.01, * = p <0.05 
 
As depicted in Figure 7.26, the resulting model after deleting AMO4 and 5 indicated 
an acceptable level of model fit. Moreover, AVE was measured and found to be 
within the acceptable limit (.56). Reliability was also measured and demonstrated 
good internal consistency ( = .73). Accordingly, the model was accepted. 
 
Figure 7.26 Proposed CFA model for ability after deleting AMO4 and 5 
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Table 7.19 GOF statistics and factor loading for ability CFA model after 
deleting AMO4 and 5 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.996/ (.158) CFI .996 PNFI 0.165 
df 1 NFI .993   
χ2 / df 1.996 TLI .978   
RMSEA .069     
SRMR .0115     
 
7.3.7.2 One-Factor Measurement Model of Motivation 
Employees’ motivation was measured through five items, as shown in Figure 7.27. 
According to the results of the first run of the CFA, the model in general achieved a 
good level of model fit with slight deviation from the accepted level, especially for 
AMO6 and 10. Given that the SFL for both items was below the .5 threshold, the 
items were deleted from the model. 
 
Figure 7.27 Proposed CFA model for motivation 
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Table 7.20 GOF statistics and factor loading for proposed CFA model for 
motivation 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 21.124/(.001) CFI 0.943 PNFI 0.464 
df 5 NFI 0.928   
χ2 / df 4.224 TLI 0.887   
RMSEA 0.124     
SRMR 0.0473     
Item SFL SE p value   
AMO6 .482 .046 ***   
AMO7 .752 .054 ***   
AMO8 .610 .029 ***   
AMO9 .832 .023 ***   
AMO10 .467 .060 ***   
*** = p < 0.001, ** = p <0.01, * = p <0.05 
 
After deleting AMO6 and 10, the model improved remarkably in terms of the GOF 
indices, which revealed good model fit, as indicated in Table 7.21. In addition, the 
AVE was measured to be .72, which was considered a good indicator of convergent 
validity. Therefore, the model was accepted to represent with accuracy the data of 
employees’ motivation. 
 
Figure 7.28 Proposed CFA model for motivation after deleting AMO6 and 10 
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Table 7.21 GOF statistics and factor loading for motivation CFA model after 
deleting AMO6 and 10 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) .017/ (.897) CFI 1.000 PNFI .333 
df 1 NFI .997   
χ2 / df 0.017 TLI 1.005   
RMSEA .000     
SRMR .007     
 
7.3.7.3 One-Factor Measurement Model of Opportunity to Participate 
The opportunity to participate was the last factor in the AMO model and was 
composed of five items proposed to act as a measurement model of opportunity to 
participate. The first run of the CFA analysis revealed that the model fit was 
inadmissible. In addition, the standardised residual covariance table was examined 
and it was found that standardised residual covariance of both AMO14 and AMO15 
was outside the tolerance level of ± 2.0 and ± 4.0. Finally, the modification indices 
showed that χ2 values could be decreased by a value greater than 13.0 if the error 
terms of both AMO14 and AMO15 were allowed to covary. Thus, since the item 
AMO15 was the most problematic, a decision was made to remove AMO15 and re-
run the analysis. 
 
Figure 7.29 Proposed CFA model for opportunity to participate 
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Table 7.22 GOF statistics and factor loading for proposed CFA model for 
opportunity to participate 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 21.124/(.001) CFI 0.943 PNFI 0.464 
df 5 NFI 0.928   
χ2 / df 4.224 TLI 0.887   
RMSEA 0.124     
SRMR 0.0473     
Item SFL SE p value   
AMO11 .625 .056 ***   
AMO12 .814 .029 ***   
AMO13 .862 .034 ***   
AMO14 .578 .030 ***   
AMO15 .373 .031 ***   
*** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
As a result of deleting AMO15, the model achieved a good fit to the data and 
consisted of four items instead of five items. All convergent validity criteria, 
presented in Table 7.23, were good and presented good convergent validity of the 
four-item model, except for two indices, namely, RMSEA and PNFI. Although the 
results indicated that RMSEA had a value of 0.093, which was a bit over the 
acceptable level of 0.08, it could still be considered as having a mediocre fit. 
According to MacCallum, Browne and Sugawara (1996), RMSEA values greater 
than 0.10 are considered a poor fit model, whereas values ranging from 0.08 to 0.10 
indicate acceptable, but mediocre fit. Accordingly, RMSEA did not indicate a serious 
model problem. Finally, AVE was calculated and found equal to 0.53, which is 
within the accepted level of 0.5. Based on the above arguments, the model was 
considered a good fit model. 
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Figure 7.30 Proposed CFA model for opportunity to participate after deleting 
AMO15 
 
 
Table 7.23 GOF statistics and factor loading for ability CFA model after 
deleting AMO15 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 2.798/ (.094) CFI .994 PNFI .165 
df 1 NFI .991   
χ2 / df 2.798 TLI .964   
RMSEA .093     
SRMR .0147     
 
7.3.7.4 Full Measurement Model for AMO 
To this point, a CFA analysis had been performed for each variable of the AMO 
model. That is, each factor constituting (AMO) was validated and approved to have a 
good model fit. The second step, however, was to test the correlation as well as the 
overall model fit of the three factors together, thereby validating the full 
measurement model of AMO. Figure 7.31 and Table 7.24 indicate the first run 
results of the CFA analysis of the first-order AMO. It is clear from Table 7.24 that 
ability, motivation and opportunity to participate all achieved good convergent 
validity, which was represented by the acceptable value of the AVE. Conversely, the 
model achieved an inadmissible fit to the data. Thus, further investigation was 
needed to detect the source of the misfit to the data. 
An investigation of both the standardised residual covariance and of the modification 
indices revealed that the error terms of both AMO11 and AMO12, and AMO11 and 
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AMO14 if allowed to covary could result in a decreased χ2 of more than 11 degrees. 
Therefore, the modification index was employed to improve the model chi-square. 
 
Figure 7.31 Full measurement model of AMO construct 
 
 
Table 7.24 GOF statistics and factor loading for full measurement model of 
AMO construct 
Factor Item SFL AVE 30 GOF Indices 
Ability AMO1 .867 .54 .73 Absolute  Incremental  Parsimony  
AMO2 .823 χ2 = 90.539 CFI = .921 PNFI = .629 
AMO3 .449 (p value) = .000 NFI =.884  
Motivation AMO7 .803 .55 .77 df = 32 TLI = .889  
AMO8 .612 χ2 / df = 2.829   
AMO9 .789 RMSEA = .094   
Opportunity to 
participate 
AMO11 .612 .53 .80 SRMR = .064   
AMO12 .851    
AMO13 .856    
AMO14 .553    
 *** = p < 0.001, ** = p < 0.01, * = p < 0.05 
 
                                                          
30
 Cronbach’s Alpha 
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The respecified model, as depicted in Figure 7.32, achieved a good fit to the data. 
The SFL of all variables were above .5, except AMO3. The low SFL of AMO3 was 
not a big concern since the AVE for ability (.54) was above the minimum value of .5. 
Additionally, all GOF indices were improved and showed a good model fit. 
Therefore, the full measurement model CFA of AMO fitted the data very well and 
was validated and approved. 
 
Figure 7.32 Full measurement model of AMO construct after deleting AMO4 
and AMO6 
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Table 7.25 GOF statistics and factor loading for full measurement model of 
AMO construct after deleting AMO4 and AMO6 
Factor Item SFL AVE 31 GOF Indices 
Ability AMO1 .867 .54 .73 Absolute Incremental Parsimony 
AMO2 .823 χ2 = 62.211 CFI = .955 PNFI = .612 
AMO3 .445 (p value) = .000 NFI = .91  
Motivation AMO7 .803 .53 .77 df = 30 TLI = .933  
AMO8 .588 χ2 / df = 2.073   
AMO9 .785 RMSEA = .072   
Opportunity to 
participate 
AMO11 .665 .54 .80 SRMR = .0583   
AMO12 .911    
AMO13 .796    
AMO14 .513    
 
Although the convergent validity of the full measurement model of AMO was 
established in the previous sections, it is not enough to claim that the model is valid 
until a discriminant validity assessment is conducted. Discriminant validity, as 
mentioned in Section 7.2.4.2, can be measured by comparing ‘the AVE for each 
factor with the squared inter-construct correlations associated with that construct’ 
(Hair et al. 2010, p. 723). As indicated in Table 7.26, the AMO model showed no 
problem with regard to discriminant validity since the AVE values of all the factors 
were found to be greater than the squared correlation. 
 
Table 7.26 Discriminant validity of the AMO full measurement model
32
 
 Ability Motivation Opportunity 
Ability .54 .016 .078 
Motivation .13 .53 .20 
Opportunity  .28 .45 .54 
 
 
                                                          
31
 Cronbach’s Alpha. 
32
 Values on the diagonal are the construct AVE. Values under the diagonal are the construct implied 
correlations. Values above the diagonal are the squared correlations.
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7.3.8 Measurement Model of Strong Human Resource Management System 
(SHRMS) 
A strong HRM system is a concept first introduced by Bowen and Ostroff (2004). 
They argued that a strong HRM system has three distinct features, namely, 
distinctiveness, consistency and consensus. The strength of the HRM system depends 
on those three factors. Consequently, the higher-order factor analysis procedure as 
outlined by Brown (2006) was followed in this study. Thus, a detailed discussion of 
the first-order factors will be presented for each factor, followed by a discussion of 
the second-order model, which incorporated the three first-order factors. 
 
7.3.8.1 One-Factor Measurement Model of Distinctiveness 
The proposed measurement model of distinctiveness was adopted from Delmotte, De 
Winne and Sels (2012). Figure 7.33 presents the measurement model of 
distinctiveness, which consisted of six items. The initial results of the first run of the 
CFA analysis revealed an inadmissible model fit. According to Table 7.27, the 
majority of the GOF indices indicated a poor fit of the model to the data. A close 
examination of both the standardised residual covariance and the modification 
indices revealed that allowing the error terms of SHRMS1 and 2, as well as 
SHRMS4 and 5 could decrease the χ2 value by more than 30 degrees. Additionally, 
SHRMS6 appeared to have the lowest factor loading compared with the rest of the 
items. Accordingly, the analysis was re-run with covaried error terms and with 
SHRMS6 was deleted. 
 
Figure 7.33 Proposed CFA model for distinctiveness 
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Table 7.27 GOF statistics and factor loading for proposed CFA model for 
distinctiveness 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 79.888/(.000) CFI 0.911 PNFI 0.541 
df 9 NFI 0.902   
χ2 / df 8.876 TLI 0.852   
RMSEA 0.194     
SRMR 0.0541     
Item SFL SE p value   
SHRMS1 .752 .043 ***   
SHRMS2 .819 .027 ***   
SHRMS3 .895 .023 ***   
SHRMS4 .843 .030 ***   
SHRMS5 .703 .039 ***   
SHRMS6 .650 .052 ***   
 
As a result of deleting SHRMS6, the model achieved a good fit to the data resulting 
in a model consisting of five items instead of six. Table 7.28 indicates remarkable 
improvement in GOF indices after deleting SHRMS6. In addition, SFLs showed 
acceptable levels. Finally, the AVE value (.61) indicated good convergent validity. 
As a result, the measurement model of distinctiveness was considered valid and it 
fitted the data well. 
 
Figure 7.34 Proposed CFA model for distinctiveness after deleting SHRMS6 
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Table 7.28 GOF statistics for proposed CFA model for distinctiveness 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.014/ (.798) CFI 1.000 PNFI .300 
df 3 NFI .999   
χ2 / df .338 TLI 1.010   
RMSEA .000     
SRMR .0068     
 
7.3.8.2 One-Factor Measurement Model of Consistency 
Consistency was measured through six items adopted from Delmotte, De Winne and 
Sels (2012). The results of the first CFA analysis revealed good model fit, except for 
RMSEA, which had a value of .115, indicating poor fit. Consequently, standardised 
residual covariance and modification indices were used to search for the problematic 
item. The examination showed that both SHRMS8 and SHRMS11 were reducing the 
GOF levels. For instance, both SHRMS8 and SHRMS11 had a high standardised 
residual covariance (−1.814) relative to other items. In addition, the modification 
index indicated that the χ2 value could be reduced by more than 17 degrees if the 
error terms of both items were allowed to covary. Since SHRMS11 was problematic, 
and at the same time had the lowest SFL, a decision was made to delete 
SHRMS11and re-run the analysis. 
 
Figure 7.35 Proposed CFA model for consistency 
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Table 7.29 GOF statistics and factor loading for proposed CFA model for 
consistency 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 33.906/(.000) CFI 0.945 PNFI 0.557 
df 9 NFI 0.928   
χ2 / df 3.767 TLI 0.909   
RMSEA 0.115     
SRMR 0.0459     
Item SFL SE p value   
SHRMS7 .588     
SHRMS8 .764 .150 ***   
SHRMS9 .833 .136 ***   
SHRMS10 .735 .148 ***   
SHRMS11 .551 .124 ***   
SHRMS12 .608 .133 ***   
 
As shown in Table 7.30, all GOF indices including RMSEA (.065) improved and 
achieved high levels of fit to the data. In addition, SFLs and AVE (.51) were all 
within the acceptable range. Thus, the model had good fit values and was valid. 
 
Figure 7.36 Second proposed CFA model for consistency after deleting 
SHRMS11 
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Table 7.30 GOF statistics for proposed CFA model for consistency after deleting 
SHRMS11 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 9.467/ (.092) CFI .988 PNFI .488 
df 5 NFI .975   
χ2 / df 1.893 TLI .976   
RMSEA .065     
SRMR .0297     
 
7.3.8.3 One-Factor Measurement Model of Consensus 
As shown in Figure 7.37, the measurement model of consensus was composed of six 
items. Initial findings of the first CFA analysis indicated a somewhat poor fit model. 
Table 7.31 shows that GFI, RMSEA, TLI and AGFI were all below the acceptable 
threshold. To detect poor model fit, a standardised residual covariance matrix was 
examined. It was found that SHRMS17 had high standardised residual covariance 
with both SHRMS16 and SHRMS18, indicating a high probability that SHRMS17 
was the problematic item causing the poor fit. The MIs
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 supported this finding. It 
was indicated that the SHRMS17 error term could covary with both SHRMS16 and 
SHRMS18 and achieve a reduction in the χ2 value of more than 30 degrees. 
Therefore, a decision was made to delete SHRMS17 from the model and re-run the 
analysis. 
 
Figure 7.37 Proposed CFA model for consensus 
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Table 7.31 GOF statistics and factor loading for proposed CFA model for 
consensus 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 42.954/(.000) CFI 0.935 PNFI 0.552 
df 9 NFI 0.920   
χ2 / df 4.772 TLI 0.892   
RMSEA 0.143     
SRMR 0.0603     
Item SFL SE p value   
SHRMS13 .768 .065 ***   
SHRMS14 .786 .105 ***   
SHRMS15 .861 .104 ***   
SHRMS16 .642 .094 ***   
SHRMS17 .591 .096 ***   
SHRMS18 .543 .094 ***   
 
Deleting SHRMS17 resulted in an improved model fit. The results presented in Table 
7.32 demonstrate high levels of GOF indices. Moreover, SFLs and AVE (.53) were 
all found to be within the accepted range. Thus, the model was accepted. 
 
Figure 7.38 Proposed CFA model for consensus after deleting SHRMS17 
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Table 7.32 GOF statistics for proposed CFA model for consensus after deleting 
SHRMS17 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 10.440/ (.064) CFI .987 PNFI .488 
df 5 NFI .976   
χ2 / df 2.088 TLI .974   
RMSEA .072     
SRMR .0334     
 
7.3.8.4 Full First-order Measurement Model for SHRMS 
So far, the first step in building the higher-order CFA has been described. That is, 
each factor constituting the first-order factor of SHRMS has been validated and 
approved to have a good model fit. The second step is to test the correlation as well 
as the overall model fit of the three factors together, thereby validating the first-order 
factor. Figure 7.39 and Table 7.33 indicate the first run results of the CFA analysis of 
the first-order SHRMS. Although the SFL, AVE and the Cronbach’s alpha of all 
variables showed good validity and reliability, it is clear from Table 7.33 that the 
model achieved an inadmissible fit to the data. Therefore, a search for the source of 
the problem was inevitable to achieve the best model fit. 
The standardised residual covariance matrix revealed that SHRMS18 achieved a high 
standardised residual covariance with SHRMS8 (2.435) and SHRMS1 (2.440). In 
addition, SHRMS7 was found to have a high standardised residual covariance with 
SHRMS16 (2.621) and SHRMS14 (2.384). Thus, both SHRMS18 and SHRMS7 
were considered candidates for deletion. Additionally, an assessment of the 
modification index showed that the error terms of SHRMS1 if allowed to covary 
could result in a decreased χ2 of more than 50 degrees. Since SHRMS1 had high 
standardised residual covariance with SHRMS8 (2.440), it was clear that there was a 
problem with SHRMS1. Therefore, SHRMS1 was considered for deletion as well. 
As a result of the procedure described above, SHRMS1, 7, and 18 were discarded 
from the analysis. 
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Figure 7.39 Full first-order measurement model of SHRMS construct 
 
 
Table 7.33 GOF statistics and factor loading for full measurement model of 
AMO construct after deleting AMO4 and AMO6 
Factor Item SFL AVE 34 GOF Indices 
Distinctive SHRMS1 .715 .63 .90 Absolute Incremental Parsimony 
SHRMS2 .782 χ2 = 323.462 CFI = .883 PNFI = .687 
SHRMS3 .927 (p value) = .000 NFI = .849  
SHRMS4 .857 df = 85 TLI = .855  
SHRMS5 .688 χ2 / df = 3.805   
Consistency SHRMS7 .644 .50 .82 RMSEA = .116   
SHRMS8 .783 SRMR = .0677   
SHRMS9 .813    
SHRMS10 .698    
SHRMS12 .576    
Consensus SHRMS13 .764 .53 .84    
SHRMS14 .769    
SHRMS15 .864    
SHRMS16 .646    
SHRMS18 .595    
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Figure 7.40 Full first-order measurement model of SHRMS construct after 
deleting SHRM1, 7, and 18 
 
 
Table 7.34 GOF statistics for proposed CFA model for SHRMS after deleting 
SHRMS1, 7, and 18 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 145.402/ (.000) CFI .938 PNFI .689 
df 50 NFI .909   
χ2 / df 2.908 TLI .918   
RMSEA .096     
SRMR .0537     
 
Although the second run CFA results demonstrated some improvements in the GOF 
indices, some of the indices still did not show a good fit. Based on the results 
presented in Table 7.34, it appears that some of the GOF indices were below the 
recommended threshold, such as RMSEA (.096). Thus, further investigation was 
needed. 
A further investigation of both standardised residual covariance and modification 
indices revealed that SHRMS16 had high residual covariance (2.564) with SHRMS9. 
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Moreover, the SHRMS16 error term may have covaried, resulting in a decrease of χ2 
by more than 40 degrees. Therefore, a third run CFA analysis was carried out 
without SHRMS16. 
 
Figure 7.41 Full first-order measurement model of SHRMS construct after 
deleting SHRM16 
 
 
Table 7.35 GOF statistics for proposed CFA model for SHRMS after deleting 
SHRMS16 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 95.111/ (.000) CFI .961 PNFI .680 
df 40 NFI .935   
χ2 / df 2.377 TLI .946   
RMSEA .081     
SRMR .0449     
 
The third run of the CFA analysis of the full measurement model of the SHRMS, 
presented in Table 7.35, revealed an acceptable fit in all the GOF indices. The SFL 
and the AVE of all variables (distinctiveness .67, consistency .54 and consensus .67) 
were within the acceptable range. The model was therefore accepted as a good 
representative model to the data. 
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The above discussion concerned convergent validity, which is just one part of 
construct validity. The other part of validity is discriminant validity. Discriminant 
validity, which is measured by comparing AVE to the inter-correlation between the 
factors, was supported, as indicated in Table 7.36. 
 
Table 7.36 Discriminant validity of the SHRMS full first-order measurement 
model
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 Distinctiveness Consistency Consensus 
Distinctiveness .67 .59 .50 
Consistency .77 .54 .50 
Consensus  .71 .71 .67 
 
7.3.8.5 Second-Order Measurement Model for SHRMS 
The last step in addressing the higher-order CFA model of the SHRMS was to fit the 
second or the higher-order factor (SHRMS) to the first-order factors (distinctiveness, 
consistency, and consensus). Both Figure 7.42 and Table 7.37 present the results of 
the first run of the second-order CFA of SHRMS. 
 
Figure 7.42 Full second-order measurement model of SHRMS construct 
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Table 7.37 GOF statistics and factor loading for full second-order measurement 
model of SHRMS construct 
Factor Item SFL AVE 36 GOF Indices 
Distinctive SHRMS2 .791 .68 .89 Absolute Incremental Parsimony 
SHRMS3 .920 χ2 = 98.530 CFI = .960 PNFI = .697 
SHRMS4 .871 (p value) = .000 NFI = .934  
SHRMS5 .737 df = 41 TLI = .947  
Consistency SHRMS8 .795 .56 .81 χ
2 
/ df = 2.403   
SHRMS9 .835 RMSEA = .082   
SHRMS10 .742 SRMR = .0401   
SHRMS12 .618    
Consensus SHRMS13 .760 .66 .85    
SHRMS14 .787    
SHRMS15 .891    
SHRMS Distinctive .890 .73 .91    
Consistency .883    
Consensus .800    
 
The results presented in Table 7.24 indicated that the second-order model achieved 
good convergent validity, as supported by AVE. In addition, the GOF indices 
indicated a good model fit. Hence, the second-order model of SHRMS was accepted. 
 
7.3.9 Measurement Model of Affective Commitment 
Figure 7.43 shows the proposed measurement model of AFCOM, which was 
composed of five items adopted from Allen and Meyer’s (1990) well-developed 
organisational commitment questionnaire. Although the majority of convergent 
validity assessments, including AVE, SFL and the GOF indices showed a good fit 
model, RMSEA indicated a poor fit. 
A search for the possible remedies to the poor fit indicated by RMSEA revealed that 
the error terms of both AFCO1 and AFCO5, if allowed to covary, could result in 
improved χ2 by more than 10 degrees. Therefore, the CFA analysis was re-run taking 
into account the remedies found in the modification indices. 
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Figure 7.43 Proposed CFA model for affective commitment 
 
 
Table 7.38 GOF statistics and factor loading for proposed CFA model for 
affective commitment 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 24.063/(.000) CFI 0.967 PNFI 0.480 
df 5 NFI 0.961   
χ2 / df 4.812 TLI 0.935   
RMSEA 0.145     
SRMR 0.0304     
Item SFL SE p value   
AFCO1 .857 .077 ***   
AFCO2 .806 .063 ***   
AFCO3 .846 .061 ***   
AFCO4 .789 .065 ***   
AFCO5 .794 .071 ***   
 
Allowing error terms to covary resulted in an improved model fit, as indicated in 
Table 7.39. All GOF indices improved, including RMSEA, which indicated .07. 
Thus, the model was found to be a good representation of the data. 
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Figure 7.44 Proposed CFA model for affective commitment after allowing for 
error covariance 
 
 
Table 7.39 GOF statistics for proposed CFA model for SHRMS after allowing 
for error covariance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 6.071/ (.108) CFI .995 PNFI .297 
df 3 NFI .991   
χ2 / df 2.023 TLI .985   
RMSEA .070     
SRMR .0142     
 
7.3.9.1 Measurement Model of Organisational Citizenship Behaviour (OCB) 
Organisational citizenship behaviour was operationalised through 10 items derived 
from the well-established questionnaire developed by Podsakoff et al. (1990). Figure 
7.45 presents the one-factor measurement model of OCB. The resulting model 
achieved an inadmissible model fit. As shown in Table 7.40, both OCB7 and OCB10 
showed a low SFL of .08 and .14, respectively, thus indicating poor convergent 
validity. To investigate further the source of the misfit to the data, both standardised 
residual covariance and the modification indices were checked. 
OCB10 was confirmed to be the source of misfit to the data by a high standardised 
residual covariance with both OCB9 (4.155) and OCB1 (2.809). In addition, the 
standardised residual of both OCB7 and OCB5 were found to covary highly 
(−3.037). Conversely, the modification indices showed that the OCB10 error term 
could be covaried with OCB9, OCB8, OCB2 and OCB1, and could decrease the χ2 
value by more than 63 degrees. In addition, the OCB7 error term could decrease χ2 
by almost than 15 degrees. 
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Therefore, after taking the standardised residual covariance and the modification 
indices into consideration, OCB7and OCB10 were excluded from the model and the 
CFA analysis was repeated. 
 
Figure 7.45 Proposed CFA model for OCB single factor 
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Table 7.40 GOF statistics and factor loading for proposed CFA model for OCB 
single factor 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 386.766/(.000) CFI 0.495 PNFI 0.372 
df 35 NFI 0.478   
χ2 / df 11.050 TLI 0.351   
RMSEA 0.219     
SRMR 0.1328     
Item SFL SE p value   
OCB1 .554 .035 ***   
OCB2 .604 .036 ***   
OCB3 .818 .031 ***   
OCB4 .529 .040 ***   
OCB5 .532 .086 ***   
OCB6 .513 .099 ***   
OCB7 .079 .070 .301   
OCB8 .427 .050 ***   
OCB9 .538 .058 ***   
OCB10 .140 .103 .069   
 
The resulting model, after consulting the standardised residual covariance matrix and 
the modification indices, achieved remarkable improvement. For instance, Table 7.41 
indicates that all the items showed acceptable SFLs with no values less than .5. In 
addition, the GOF indices demonstrated good model fit. Conversely, convergent 
validity AVE was calculated and found to be .49. The relatively low convergent 
validity was not a great concern here since it could be compensated by other criteria, 
such as factor loading and GOF indices. In addition, the Cronbach’s alpha was found 
to be within the acceptable range of .78. Thus, the model was accepted with the 
limitation of low AVE value. 
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Figure 7.46 Proposed CFA model for OCB single factor after deleting OCB7 
and 10 
 
 
Table 7.41 GOF statistics for proposed CFA model for OCB after deleting 
OCB7 and 10 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 29.52/ (.021) CFI .98 PNFI .54 
Df 16 NFI .95   
χ2 / df 1.845 TLI .96   
RMSEA .064     
SRMR .0699     
 
7.3.10 Measurement Model of Service Quality (SQ) 
SQ was measured through the well-established instrument developed by 
Parasuraman et al. (1988). According to Parasuraman and colleagues (1988), SQ is 
best represented by five dimensions, namely, tangible, reliability, responsiveness, 
assurance and empathy. In the next sections, a detailed discussion regarding each 
dimension validity and reliability will be presented. 
 
7.3.10.1 One-Factor Measurement Model of Tangibles 
Tangibility of the services provided by the telecommunications companies is 
measured through four items. Figure 7.47 presents the measurement model of the 
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first dimension of SQ. According to Table 7.42, the proposed measurement model 
achieved good model fit and SFL, with few exceptions. For example, PSQ1 achieved 
a low factor loading (.41). Moreover, the RMSEA GOF index indicated a poor model 
fit. Therefore, further examination was needed to uncover the possible cause of a 
poor fit. 
The standardised residual covariance matrix revealed that both PSQ1 and PSQ2 had 
high standardised residual covariance (1.046) compared with the other items. This 
finding was supported by the MIs index, which revealed that both items may reduce 
the value of χ2 by roughly 5 degrees. Therefore, a decision was made to delete PSQ1 
from the model since it had a low factor loading and seemed to affect other variables. 
Moreover, the modification index revealed that allowing the error terms of both 
PSQ2 and 3 to covary could improve the model chi-square. Thus, PSQ2 and 3 were 
allowed to covary. 
 
Figure 7.47 One-factor measurement model of tangible 
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Table 7.42 GOF statistics and factor loading for proposed CFA model for 
tangible 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 6.884/(.032) CFI 0.971 PNFI 0.320 
Df 2 NFI 0.960   
χ2 / df 3.442 TLI 0.912   
RMSEA 0.108     
SRMR 0.0353      
Item SFL SE p value   
PSQ1 .406 .035 ***   
PSQ2 .743 .045 ***   
PSQ3 .559 .045 ***   
PSQ4 .771 .042 ***   
 
The second run of the CFA analysis revealed a good model fit, as indicated in Table 
7.43. The AVE value also indicated good convergent validity (.51). The SFL and 
Cronbach’s alpha (.71) were found to be above the recommended level. Accordingly, 
the current model was accepted. 
 
Figure 7.48 One-factor measurement model of tangible after deleting PSQ1 and 
allowing for error covariance 
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Table 7.43 GOF statistics for the proposed CFA model for tangible after 
deleting PSQ1 and allowing for error covariance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.766/ (.184) CFI .994 PNFI .329 
Df 1 NFI .987   
χ2 / df 1.766 TLI .983   
RMSEA .061     
SRMR .0013     
 
7.3.10.2 One-Factor Measurement Model of Reliability 
The proposed model for reliability consisted of five items. Figure 7.49 and Table 
7.44 show the initial findings of the measurement model of reliability. The first run 
of the CFA analysis showed a good fit to the data. Convergent validity, however, was 
not within the acceptable limit (.44). In addition, the SFLs for PSQ9 were below the 
recommended level. Thus, item PSQ9 may have been causing the model misfit. To 
be more confident, both standardised residual covariance and modification indices 
were scrutinised. 
Although the modification index showed no modifications, the standardised residual 
covariance supported that PSQ9 had high residual covariance with PSQ5. Therefore, 
PSQ9 was removed from the analysis. 
 
Figure 7.49 One-factor measurement model of reliability 
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Table 7.44 GOF statistics and factor loading for proposed CFA model for 
reliability 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 9.261/(.099) CFI 0.986 PNFI 0.485 
df 5 NFI 0.970   
χ2 / df 1.852 TLI 0.971   
RMSEA 0.064     
SRMR 0.0341      
Item SFL SE p value   
PSQ5 .50 .068 ***   
PSQ6 .77 .047 ***   
PSQ7 .83 .042 ***   
PSQ8 .73 .035 ***   
PSQ9 .39 .057 ***   
 
Deleting PSQ9 resulted in an improved model fit. The convergent validity improved 
with an AVE value of .52. Moreover, SFL values were all within the accepted range. 
Therefore, the model was accepted. 
 
Figure 7.50 One-factor measurement model of reliability after deleting PSQ9 
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Table 7.45 GOF statistics for proposed CFA model of reliability after deleting 
PSQ9 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 4.335/ (.114) CFI .991 PNFI .328 
df 2 NFI .984   
χ2 / df 2.167 TLI .974   
RMSEA .075     
SRMR .0247     
 
7.3.10.3 One-Factor Measurement Model of Responsiveness 
The measurement model of responsiveness was measured through four items, as 
indicated in Figure 7.51. Table 7.46 presents the results of the first CFA run, which 
showed a good model fit, especially for the GOF indices. Moreover, the convergent 
validity was found within the accepted limit of AVE (.56). Hence, the model was 
accepted and considered a good representation of the data. 
 
Figure 7.51 One-factor measurement model of responsiveness 
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Table 7.46 GOF statistics and factor loading for proposed CFA model for 
responsiveness 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 1.029/(.598) CFI 1.000 PNFI 0.332 
df 2 NFI 0.995   
χ2 / df .514 TLI 1.014   
RMSEA 0.000     
SRMR 0.0129     
Item SFL SE p value   
PSQ10 .60 .084 ***   
PSQ11 .76 .048 ***   
PSQ12 .84 .078 ***   
PSQ13 .79 .074 ***   
 
7.3.10.4 One-Factor Measurement Model of Assurance 
Figure 7.52 shows the proposed measurement model of assurance, which consisted 
of four items. According to Table 7.47, the GOF indices all indicated a good model 
fit. Conversely, both item PSQ16 and item PSQ17 achieved low factor loading 
values. Moreover, the convergent validity AVE (.36) seems to be a long way from 
the acceptable limit of .5. An examination of the standardised residual covariance 
and the modifications indices revealed no problems. Thus, it seems that the only 
option was to delete PSQ16 and 17 from the model. 
 
Figure 7.52 One-factor measurement model of assurance 
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Table 7.47 GOF statistics and factor loading for proposed CFA model for 
assurance 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 4.200/(.122) CFI .983 PNFI 0.323 
df 2 NFI 0.969   
χ2 / df 2.1 TLI .950   
RMSEA 0.073     
SRMR 0.0323     
Item SFL SE p value   
PSQ14 .78 .060 ***   
PSQ15 .74 .048 ***   
PSQ16 .41 .037 ***   
PSQ17 .37 .058 ***   
 
The respecified parallel model, as depicted in Figure 7.53 and Table 7.48, achieved a 
good model fit. In addition, the AVE (.57) value improved remarkably compared 
with that of the initial CFA model. Hence, the model was accepted. 
 
Figure 7.53 One-factor parallel measurement model of assurance 
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Table 7.48 GOF statistics for proposed CFA model of empathy after error term 
covariation 
Absolute Fit Indices Incremental Fit 
Indices 
Parsimony Fit 
Indices 
χ2 (p value) 2.04/ (.153) CFI .987 PNFI .975 
df 1 NFI .975   
χ2 / df 2.04 TLI .975   
RMSEA .071     
SRMR .001     
 
7.3.10.5 One-Factor Measurement Model of Empathy 
Empathy was measured through four items, as represented in Figure 7.54. The CFA 
results, as presented in Table 7.49, indicated that the model did not achieve the 
desired level of model fit and it was therefore considered an inadmissible model. In 
an effort to investigate the possible cause of misfit, a close examination of the 
standardised residual covariance and the modification indices was conducted. 
It was found that PSQ18 had high standardised residual covariance of (−1.322) 
relative to the other items. In addition, the MIs showed that PSQ18 and PSQ20 error 
terms could be covaried, as a result decreasing χ2 by roughly 6 degrees. However, 
since there were only two degrees of freedom, the choice was made to covary the 
error terms of PSQ18 and PSQ20 rather than deleting PSQ18. 
 
Figure 7.54 One-factor measurement model of empathy 
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Table 7.49 GOF statistics and factor loading for proposed CFA model for 
empathy 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) 18.898/(.000) CFI .895 PNFI 0.296 
Df 2 NFI .887   
χ2 / df 9.449 TLI .686   
RMSEA 0.201     
SRMR 0.0540     
Item SFL SE p value   
PSQ18 .618 .076 ***   
PSQ19 .596 .067 ***   
PSQ20 .631 .048 ***   
PSQ21 .654 .044 ***   
 
The GOF statistics of the measurement model of empathy after allowing for error 
terms covariation appeared to be relatively acceptable. Although convergent validity 
AVE (.48) was slightly below the recommended value, SFL demonstrated an 
acceptable level. In addition, Cronbach’s alpha was calculated and found within an 
acceptable range (.71). Thus, the model was accepted, with a limitation of AVE 
slightly below .5. 
 
Figure 7.55 One-factor measurement model of empathy after error term 
covariation 
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Table 7.50 GOF statistics for proposed CFA model of empathy after error term 
covariation 
Absolute Fit Indices Incremental Fit Indices Parsimony Fit Indices 
χ2 (p value) .097/ (.756) CFI 1.000 PNFI .167 
df 1 NFI .999   
χ2 / df .097 TLI 1.034   
RMSEA .000     
SRMR .0048     
 
7.3.10.6 Full Measurement Model for SQ 
After validating each factor comprising the construct of SQ, the next step was to test 
the validity of the overall model of the SQ. 
Figure 7.56 and Table 7.51 indicate the first run results of the full measurement 
model CFA of SQ. The results indicated that the majority of the SFLs of the items 
were within the acceptable limit, except for PSQ5. Moreover, convergent validity, 
which is measured through the AVE, was found to have fall outside the acceptable 
limit for the majority of the variables. In addition, the GOF statistics showed mixed 
results. For example, RMSEA (.070) and SRMR (.063) indicated good model fit, 
while CFI, NFI and TLI all indicated poor model fit. Accordingly, an extra effort was 
made to explore the cause of the misfit presented in the model. 
The standardised residual covariance matrix revealed that PSQ10 showed abnormal 
residual covariance with PSQ8 (2.260) and PSQ5 (1.919). PSQ5, however, was 
problematic with PSQ15 (−2.212). Thus, PSQ5 and 10 were considered candidates 
for deletion. 
In addition to the standardised residual covariance matrix, an assessment of the 
modification index MIs showed that the error terms of PSQ5 could result in χ2 
reduction by roughly 30 degrees. In addition, PSQ10 was found to cause a reduction 
to the χ2 value by more than 50 degrees if the error terms were allowed to covary. As 
a result, items PSQ5 and 10 were excluded from the analysis. 
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Figure 7.56 Full measurement model of SQ 
 
Table 7.51 GOF statistics and factor loading of full measurement model of SQ 
Factor Item SFL AVE 37 GOF Indices 
Tangible   .49 .73 Absolute Incremental Parsimony 
PSQ2 .707 χ2 = 221.24 CFI = .892 PNFI = .651 
PSQ3 .579 (p value) = .000 NFI = .812  
PSQ4 .796 df = 109 TLI = .866  
Reliability PSQ5 .489 .52 .81 χ
2 
/ df = 2.029   
PSQ6 .767 RMSEA = .070   
PSQ7 .840 SRMR = .063   
PSQ8 .725    
Responsive PSQ10 .529 .47 .75    
PSQ11 .690    
PSQ12 .840    
PSQ13 .621    
Assurance PSQ14 .717 .58 .72    
PSQ15 .799    
Empathy PSQ18 .811 .47 .71    
PSQ19 .540    
PSQ20 .761    
PSQ21 .576    
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Figure 7.57 Full measurement model of SQ after deleting PSQ5 and 10 
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Table 7.52 GOF statistics and factor loading of full measurement model of SQ 
after deleting PSQ1, 5, 10, 16, and 17 
Factor Item SFL AVE 38 GOF Indices 
Tangible PSQ2 .707 .49 .73 Absolute Incremental Parsimony 
PSQ3 .581 χ2 = 86.756 CFI = .987 PNFI = .652 
PSQ4 .794 (p value) = .167 NFI = .913  
Reliability PSQ6 .756 .60 .81 df = 75 TLI = .982  
PSQ7 .861 χ2 / df = 1.156   
PSQ8 .701 RMSEA = .027   
Responsive PSQ11 .700 .52 .75 SRMR = .0475   
PSQ12 .818    
PSQ13 .628    
Assurance PSQ14 .675 .59 .72    
PSQ15 .854    
Empathy PSQ18 .813 .46 .71    
PSQ19 .520    
PSQ20 .771    
PSQ21 .567    
 
The respecified model, as presented in Figure 7.57, achieved good improvements, 
especially in the GOF indices. According to Table 7.52, the SFL for all items 
demonstrated acceptable levels. Conversely, the AVE values for both tangible and 
empathy appeared slightly below the recommended level. Such a slight reduction in 
AVE, especially for tangible (.49), could be ignored, given that no SFL was below 
the acceptable threshold. Moreover, the Cronbach’s alpha of the five dimensions 
indicated a good reliability level. Therefore, the model was accepted with the 
limitation of a slightly low AVE value. 
Good convergent validity should be accompanied with good discriminant validity for 
the model to be considered a valid model. Discriminant validity, as discussed in 
Section 7.2.4.2, can be measured by comparing ‘the AVE for each factor with the 
squared inter-construct correlations associated with that construct’ (Hair et al. 2010, 
p. 723). As indicated in Table 7.53, the SQ model showed no problem with regard to 
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discriminant validity since the AVE values of both factors were found to be greater 
than the squared correlation. 
 
Table 7.53 Discriminant Validity of the OCB Full Measurement Model
39
 
 Tangible Reliability Responsiveness Assurance Empathy 
Tangible .49 .032 .002 .062 −.012 
Reliability .18 .60 −.001 .31 −.004 
Responsiveness .05 −.04 .52 −.028 .168 
Assurance .25 .56 −.17 .59 .000 
Empathy −.11 −.07 .41 −.01 .46 
 
7.4 Path Analysis 
According to the literature, SEM is a combination of two distinct statistical methods, 
namely, the measurement model and path analysis (Kaplan 2008). The first part of 
SEM was discussed in the previous sections. The proposed measurement model of 
the different constructs and factors were tested and proved to be a good measurement 
model in terms of convergent and discriminant validity, in addition to the good fit 
indices achieved. To achieve a good measurement model, however, is not an end in 
itself; it is a means to achieving a good and reliable structural model where the 
hypotheses of the study can be tested and results reported. Since the measurement 
model does not provide any information regarding the type or nature of the 
relationships among the variables, a statistical technique where the different 
relationships between the variables can be tested is needed. The second part of SEM, 
the structural model, appeared to provide valuable information regarding the 
relationships among the variables. 
In order to test and validate the structural path model, Hair and colleagues (2010) 
advised researchers to follow a two-step process, as depicted in Figure 7.58.
40
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 Values on the diagonal are the construct AVE. Values under the diagonal are the construct implied 
correlations. Values above the diagonal are the squared correlations.
 
40
 This figure is an extension of Figure 7.1. 
213 
Figure 7.58 Two-stage process for developing a structural model 
 
Source: Hair et al. (2010, p. 654) 
 
7.4.1 Structural Model and Hypotheses Testing 
Structural models, according to Hair et al. (2010, p. 729), ‘differ from measurement 
models in that the emphasis moves from the relationship between latent constructs 
and measured variables to the nature and magnitude of the relationships between 
constructs’. Several issues need to be addressed before specifying the structural 
model and, consequently, testing the research hypotheses. First, it is important to 
determine carefully all exogenous and endogenous constructs intended to be included 
in the path analysis. The determination of exogenous and endogenous
41
 constructs is 
essential in building the structural model (Hair et al. 2010) and depends to a large 
extent on the theoretical as well as the hypothetical relationships proposed. 
Second, the literature has revealed that there are two distinct types of structural 
models, namely, recursive and non-recursive models. The recursive models are 
considered the most straightforward and easy to address, especially when adopting a 
cross-sectional design study. Kline (2011) mentioned that the recursive model is 
characterised by having a unidirectional effect. In other words, no feedback loops 
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exist between two constructs. Conversely, the non-recursive models have a feedback 
loop between the constructs. The current study adopted the recursive models for two 
reasons. First, the current study adopted a cross-sectional design for collecting and 
analysing the data. According to Hair and colleagues (2010), non-recursive models 
should be avoided when using cross-sectional data. Second, non-recursive models 
require complex assumptions to be met and may yield additional problems in testing 
causality (Kline 2011). 
Third, researchers usually have two options when designing their structural model 
(Hair et al. 2010). The first option is to treat the factor loadings and error variances 
of the measurement models as fixed parameters and not allow them to be freely 
estimated when conducting the structural part of the SEM. The underlying logic here 
is that the factor loadings are estimated in the measurement model validation phase 
and are already known, and should not be subjected to any change due to structural 
model applications. The second option, however, is to freely estimate the factor 
loadings and error variances of the measurement model once again in the structural 
model. While fixing factor loadings and error variances permits easier estimations of 
the structural model, it may produce changes in the fit between the measurement and 
structural models because of measurement model problems (Hair et al. 2010). Thus, 
the second option is considered more appropriate because it allows researchers to 
conveniently compare and assess the closeness of fit of the structural model against 
that of measurement model. Accordingly, the current study relied on the second 
option in designing the structural model. 
Finally, just as a measurement model needs to be validated, so too a structural model 
needs to be assessed and validated. The validation process requires that the structural 
model be evaluated in terms of model fit,
42
 the magnitude of variance explained (R
2
), 
and the direction and significance of the different structural paths. 
 
7.4.1.1 Testing Hypothesis 1 
The first hypothesis addresses the previously established concern that the HRM 
system is better conceived as having an indirect rather than a direct effect on 
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performance. This hypothesis is theoretically based on the individual-level theory of 
job performance (Campbell et al. 1993), which stipulates that employees’ 
performance is a function of ability, motivation and opportunity to participate 
(AMO). Accordingly, to improve OP, the HRM system should positively affect 
employees’ AMO. Figure 7.59 presents the structural path analysis of Hypothesis1. 
The results indicate that the HRM system under study was positively and 
significantly associated to the three main pillars of the AMO model. The HRM 
system appeared to have a significant positive effect on employees’ ability (β = .33, p 
= .001, R
2
 = .11), employees’ motivation (β = .32, p = .001, R2 = .10) and 
opportunity to participate (β = .49, p = .001, R2 = .24). The model also reported a 
good model fit, as presented in Table 7.53. Thus, Hypothesis 1 was fully supported. 
 
Figure 7.59 Structural model and GOF indices of Hypothesis 1 
 
 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 433.48, d.f = 357, p = 
.003  
χ2/df = 1.21 
RMSEA = .03 
SRMR = .05 
 
CFI = .98 
TLI = .97 
NFI = .90 
 
PNFI = .61 
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7.4.1.2 Testing Hypothesis 2 
The second hypothesis addressed Bowen and Ostroff’s (2004) proposition that a 
strong HRM system facilitates the creation of a strong climate, which in turn affects 
OP. This suggests that the HRM system should possess specific characteristics that 
enable it to influence strongly how employees perceive and interpret the different 
practices of HRM. Bowen and Ostroff (2004), based on attribution theory (Kelley 
1973), suggested that shared perception can only be achieved when the HRM system 
possesses three characteristics, namely, distinctiveness, consistency and consensus. 
To test whether these three characteristics do indeed create a strong HRMS climate 
in which employees share the same interpretation, the construct of a strong HRM 
system needed to be aggregated to represent the organisational level. Aggregating a 
climate construct is a common practice among climate researchers (Sowinski, 
Fortmann & Lezotte 2008). Kozlowski and Klein (2000) argued that organisational 
climate (which is equivalent to shared perception) is considered an aggregation of the 
individual-level psychological climate. To justify the aggregation of the individual 
perception of the HRM system, the relative consistency of the responses (inter-rater 
reliability) was calculated through both intraclass correlation coefficients ICC1 and 
ICC2 (Bliese 2000; Van Mierlo, Vermunt & Rutte 2009). ICC1 was calculated to 
assess the reliability of a single rater’s assessment of a group-level property (James 
1982); while ICC2 provides further support to the aggregation by calculating the 
reliability of the group mean scores (Bliese 2000). The results indicated that ICC1 
(.48) and ICC2 (.91) demonstrated good and acceptable levels of reliability (James 
1982). Thus, the group-level property of a strong HRM system was supported. 
Although the inter-rater reliability coefficient (ICC1 and ICC2) provides a valid 
justification of aggregation, it does not account for within-group agreement. That is, 
Sowinski and colleagues (2008) have argued that the aggregated variable can 
substantially differ and may show poor within-group agreement. Given that strong 
climate is a concept defined as a shared perception, it is an imperative to have high 
within-group agreement. Consequently, Schneider, Salvaggio and Subirats (2002) 
contended that the within-group variability can be used to determine the level of 
what they termed ‘climate strength’. Accordingly, a strong HRMS climate construct 
can be operationalised as the degree of within-group agreement. The literature has 
revealed different indices to measure the within-group agreement, among which the 
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rwg is considered the most frequently used index (Bliese 2000). The rwg is a 
measurement proposed by James, Demaree and Wolf (1984) that assesses ‘the degree 
to which ratings from individuals are interchangeable; that is, agreement reflects the 
degree to which raters provide essentially the same rating’ (Bliese 2000, p. 351). The 
result of the within-group agreement test revealed strong or high within-group 
agreement of (.88).
43
 Altogether, the aggregation results of ICC1 and ICC2, 
alongside the within-group agreement rwg gave support to the idea that a strong HRM 
system through its three meat-features contributes to creating a strong HRMS climate 
among telecom employees. 
Regarding the moderation effect of a strong climate on the relationship between the 
HRM system and the AMO model, Table 7.54 indicates that a strong HRMS climate 
strengthened the positive relationship between HRM system and ability (β = .22, p ≤ 
.01, R
2
 = .17) and motivation (β = .21, p ≤ .01, R2 = .15). Conversely, a strong 
HRMS climate did not have a significant effect on the relationship between the HRM 
system and opportunity to participate. Accordingly, Hypothesis 2 was partially 
supported. Finally, although the NFI fit index did not achieve the recommended level 
of fit, the majority of the fit indices demonstrated good model fit. Thus, the resulting 
relationships were considered a good representation of the data. 
 
Table 7.54 Interaction effect of strong climate on HRM–AMO relationship 
Variable Ability Motivation Opportunity to Participate 
HRM .35** .32** .53** 
Strong HRM system .06 .05 .06 
Interaction 
Strong HRMS climate × HRM 
 
.22* 
 
.21* 
 
−.11 
** P ≤ .001, * P ≤ .01 
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 Although cut-off scores for within-group agreement is a persisting continuing debate, many authors 
have followed a rule of thumb of 0.70 as an acceptable level of agreement (Van Mierlo et al. 2009). 
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Figure 7.60 Interaction effect of strong HRMS climate on HRM–AMO 
relationship 
 
 
Figure 7.61 Structural model and GOF indices of Hypothesis 2 
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Absolute Incremental Parsimony 
χ2 = 1237.71, d.f = 801,  
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RMSEA = .051 
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219 
7.4.1.3 Testing Hypothesis 3 
Hypothesis 3 addressed the effect of AMO on employees’ AFCOM and it was built 
on social exchange theory. That is, when employees perceived that their skills and 
abilities are continually improved, that their jobs are well designed so they can have 
control over their work and that their motivation is well formulated by the 
organisation through the reward system, they tend to reciprocate and return the 
favour by showing high level of AFCOM. The resulting path analysis indicated that 
employees’ ability (β = .25, p ≤ .0001), motivation (β = .27, p ≤ .001) and 
opportunity to participate (β = .28, p ≤ .001) were all significantly and positively 
associated with AFCOM, and that the effect of the three variables of the AMO model 
had a relatively high significant and positive effect on employees’ AFCOM (R2 = 
.34). Finally, the model achieved good model fit statistics. Accordingly, Hypothesis 
3 was strongly supported. Hypothesis 4 will be addressed in Section 7.3.1.6.1. 
 
Figure 7.62 Structural model and GOF indices of Hypothesis 3 
 
7.4.1.4 Testing Hypothesis 5 
Hypothesis 5 was proposed mainly to test whether employees’ AFCOM had a 
significant effect on OCB. The logic behind this hypothesis is that both AFCOM and 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 134.76, d.f = 70,  
p = .000  
χ2/df = 1.92 
RMSEA = .067 
SRMR = .054 
 
CFI = .96 
TLI = .94 
NFI = .92 
 
PNFI = .615 
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citizenship behaviour are built on social exchange rather than on an economic 
exchange relationship (Organ 1990). In other words, citizenship behaviour has been 
argued to be an outcome of the emotional bonds (AFCOM) that an employee shows 
towards his or her organisation (Meyer & Allen 1991). The results illustrated in 
Figure 7.63 strongly supported this hypothesis. AFCOM was found to strongly and 
significantly affect OCB (β = .49, p ≤ .0001, R2 = .24). Moreover, the model 
achieved good fit statistics, as indicated by the table in Figure 7.63. Thus, Hypothesis 
4 was strongly supported. 
 
Figure 7.63 Structural model and GOF indices of Hypothesis 5 
 
 
 
 
7.4.1.5 Testing Hypothesis 6 
Starting from the proposition that it does not make sense to promise customers high 
SQ when it is not also provided internally (George 1990; Grönroos 1985), 
Hypothesis 6 proposed that SQ is greatly affected by the type of behaviours 
employees engage in. In other words, since service delivery process requires certain 
behaviours that are not necessarily included in the formal job description, employees 
are left to their own discretion to behave in a way that benefits both the organisation 
and the customer. Consequently, customers will be benefited by the high delivered 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 271.23, d.f = 218,  
p = .008  
χ2/df = 1.24 
RMSEA = .034 
SRMR = .063 
 
CFI = .97 
TLI = .96 
NFI = .85 
 
PNFI = .736 
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SQ. This hypothesis was partially supported. The results indicated that OCB 
significantly and positively affected tangible (β = .25, p ≤ .001, R2 = .06), reliability 
(β = .39, p ≤ .001, R2 = .15) and assurance (β = .35, p ≤ .001, R2 = .13), whereas 
insignificant associations were found between OCB and both responsiveness and 
empathy. Further, the model demonstrated a good fit statistically. Thus, Hypothesis 6 
was partially supported. 
 
Figure 7.64 Structural model and GOF indices of Hypothesis 6 
 
 
 
7.4.1.6 Testing the Full Integrated Model Linking HRM system to SQ 
Hypothesis 8 addressed the main objective of the current study, which was to 
validate empirically a comprehensive model linking the HRM system to OP (SQ). 
Such an integrated model includes mediating and moderating variables, as discussed 
in Chapter 4. The integrated model, as depicted in Figure 7.65, achieved good model 
fit statistics. All the absolute, parsimony and incremental fit indices were found 
within the acceptable limit. The only inadmissible fit was found in the NFI. Such a 
low fit index was expected, especially for a complex model. According to Katou and 
Budhwar (2010), in complex models, the limits of the acceptable fit, especially for 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 106.15, d.f = 54,  
p = .000  
χ2/df = 1.96 
RMSEA = .068 
SRMR = .054 
 
CFI = .96 
TLI = .94 
NFI = .93 
 
PNFI = .645 
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NFI and CFI, could be as low as .80 (Hart 1994). Although the NFI was outside the 
lower acceptable limit, the majority of the fit indices indicated a good model fit. 
Thus, the model was accepted as a good representation of the data. 
 
Figure 7.65 Structural model and GOF indices of the full model HRM–SQ 
Hypothesis 8 
 
 
 
 
The integrated model was also validated in terms of the overall magnitude of 
variance explained (R
2
) in the ultimate dependent variable, namely, SQ. Clearly, 
Figure 7.64 indicates that the model explained about .12% of the variance in 
tangibles, .21% of the variance in reliability, .05% of the variance in responsiveness, 
.17% of the variance in assurance and .01% of the variance in empathy. The reported 
R
2
 for all SQ dimensions were found significant, except for empathy. Thus, the R
2
 
results further supported the full integrated model. 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 2925.89, d.f = 2208,  
p = .000  
χ2/df = 1.32 
RMSEA = .04 
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PNFI = .648 
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Lastly, all the directional paths that were previously hypothesised needed to be tested 
in terms of significance and standardised parameter estimates. Table 7.55 and table 
7.56 reveals that all the hypothesised paths were significant and in the same proposed 
direction, with some exception. Accordingly, the full-integrated model partially 
supported hypothesis 8. 
 
Table 7.55 Structural path analysis and hypotheses test results 
Path Hypothesis  Standardised 
Estimates 
Sig. Conclusion 
HRM -> ability H1 .38 *** Supported 
HRM -> motivation H1 .28 *** Supported 
HRM -> opportunity to participate H1 .46 *** Supported 
Ability -> affective commitment H3 .27 *** Supported 
Motivation -> affective commitment H3 .26 *** Supported 
Opportunity to participate -> affective 
commitment 
H3 .41 *** Supported 
AFCOM -> OCB H5 .38 *** Supported 
OCB -> tangible  H6 .34 *** Supported 
OCB -> reliability H6 .46 *** Supported 
OCB -> responsiveness H6 .22 *** Supported 
OCB -> assurance H6 .41 *** Supported 
OCB -> empathy H6 .06 .21 Rejected  
***p ≤ .001, **p ≤ .01, *p ≤ .05 
 
7.4.1.7 Testing for Mediation and Moderation in the Full Integrated Model 
The hypothesised mediation relationship in hypotheses 4 and 7 were tested following 
the mediation procedure recommended by Baron and Kenny (1986). For a mediation 
relationship to exists, first, a significant association between the independent variable 
and the mediator needs to be established. Second, the dependent variable needs to be 
significantly associated with the mediator. Third, an association between the 
independent and the dependent variable need to be significant. Finally, the 
relationship between the independent and dependent variable must show 
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insignificance for full mediation, or drop either in significance or in estimate for 
partial mediation. 
The first model, as presented in Table 7.56, addressed the first requirements of the 
mediation process. The results of Model 1 indicated that the HRM system had a 
positive and significant effect on ability (β = .38, p ≤ .001), motivation (β = .28, p ≤ 
.001) and opportunity to participate (β = .46, p ≤ .001). Hence, the first requirement 
of the mediation was successfully met. The results of Model 2 indicated that 
AFCOM was significantly and positively associated with ability (β = .26, p ≤ .001), 
motivation (β = .26, p ≤ .001) and opportunity to participate (β = .40, p ≤ .001). 
Thus, the second requirement of mediation was satisfied. In Model 3, a direct 
relationship between HRM system and AFCOM was established and indicated that 
the HRM system positively and significantly affected employees’ AFCOM (β = .64, 
p ≤ .001). Thus, the third requirement of mediation was justified. The final step in 
mediation addressed the indirect effect, which was assessed through a bootstrapped 
confidence interval with a 500 sample requested (Bollen & Stine 1990). Model 4 
indicated that the relationship between the HRM system and AFCOM suffered a 
significant drop after entering ability (β = .12, p ≤ .01), motivation (β = .13, p ≤ .01) 
and opportunity to participate (β = .29, p ≤ .01). Hence, a partial mediation was 
justified. Accordingly, Hypothesis 4 was partially supported. 
The same mediation procedure was applied to test the mediation in Hypothesis 7. 
The results indicated that the first requirement of the mediation was successfully 
achieved. Model 1 indicated a relatively strong significant association between 
AFCOM and OCB (β = .38, p ≤ .001). The mediator variable (OCB) was also found 
to be significantly and positively associated to all SQ dimensions, except empathy. 
As indicated in Model 2, OCB significantly and positively affected tangible (β = .34, 
p ≤ .001), reliability (β = .46, p ≤ .001), responsiveness (β = .22, p ≤ .05) and 
assurance (β = .41, p ≤ .001), whereas it was insignificantly associated with empathy 
(β = .06, p ≤ .20). Thus, the second requirement was supported. The third model 
addressed the third requirement of mediation through testing the direct effect of 
AFCOM on each dimension of SQ. The results indicated that AFCOM had a 
significant positive effect on tangible (β = .15, p ≤ .05), reliability (β = .24, p ≤ .01) 
and assurance (β = .17, p ≤ .05). Conversely, there was an insignificant association 
between AFCOM and responsiveness (β = .08, p ≤ .36) and empathy (β = .02, p 
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≤ .82). Thus, the third mediation requirement was partially supported. Finally, the 
indirect effect was tested through a bootstrapped confidence interval with a 500 
sample requested (Bollen & Stine 1990). The results revealed that when allowing for 
OCB to be freely estimated, the relationships between AFCOM and tangible, 
reliability and assurance suffered a drop in significance and estimate power. 
Accordingly, the results partially supported the mediation relationship proposed in 
Hypothesis 7. 
Table 7.56 Mediation and moderation analysis results
44
 
 
Path 
Model 1 Model 2 Model 3 Model 4 Model 5  
Standardised 
Coef. 
Standardised 
Coef. 
Standardised 
Coef. 
Indirect 
Effect. 
Bootstrap 
Interaction Conclusion 
HRM system -> 
Ability -> AFCOM 
.38*** .28*** .64*** .12**  H4, Partial 
mediation 
HRM system -> 
Motivation -> 
AFCOM 
.28** .26*** .64*** .13**  H4, Partial 
mediation 
HRM system -> 
Opportunity -> 
AFCOM 
.46*** .40*** .64*** .29**  H4, Partial 
mediation 
AFCOM -> OCB -> 
Tangible 
.38*** .34*** .15* .13**  H7, Partial 
mediation 
AFCOM -> OCB -> 
Reliability 
.38*** .46*** .24** .12**  H7, Partial 
mediation 
AFCOM -> OCB -> 
Responsive 
.38*** .22* .08 .05  H7, Rejected 
AFCOM -> OCB -> 
Assurance 
.38*** .42*** .17* .14**  H7, Partial 
mediation 
AFCOM -> OCB -> 
Empathy 
.38*** .06 .02 .03  H7, Rejected 
Strong climate × 
HRM 
      
Ability     .21** H2, Supported 
Motivation     .20** H2, Supported 
Opportunity to 
participate 
    −.15* H2, Rejected 
***p ≤ .001, **p ≤ .01, *p ≤ .05 
 
Regarding the moderation effect of a strong HRMS climate on the relationship 
between HRM and AMO, the results indicated that a strong HRMS climate 
strengthened the HRM system-ability relationship (β = .21, p ≤ .01) and HRM 
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 The results in Table 7.55 are the standardised estimates. 
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system–motivation (β = .20, p ≤ .01), while it significantly weakened the HRM 
system–opportunity to participate (β = −.15, p ≤ .03). Thus, Hypothesis 2 was 
partially supported because two relationships were fully supported but the 
relationship with opportunity to participate was rejected. 
 
Figure 7.66 Interaction effect of strong SHRM climate on HRM–AMO 
relationship 
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7.4.1.8 Ruling out Competing Theories 
Although the full integrated model achieved good fit statistics, the proposed 
structural paths are not necessarily the best way to explain the different theories 
adopted (Hair et al. 2010). Thus, it was necessary to further support the full 
integrated model by ruling out the competing theories. 
The first competing theory concerned linking the HRM system directly to OP. Such a 
direct relationship, however, has been challenged by many researchers due to its lack 
of theoretical rigour (Katou 2012). In the direct relationship, the HRM system is 
intended to have a direct effect on OP, regardless of the many variables that could 
have a significant effect by either strengthening or weakening such a relationship. 
Figure 7.67 provides a structural path analysis for the direct effect of the HRM 
system on SQ dimensions. The model achieved good fit statistics. Conversely, only 
two dimensions of SQ were found to be significantly associated with the HRM 
system, namely, reliability (β = .19, p ≤ .05) and responsiveness (β = .22, p ≤ .05). 
 
Figure 7.67 HRM–SQ ‘direct relationship’ 
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The second competing theory is mainly about theorising the construct of a strong 
climate as a mediator rather than a moderator in the HRM system–OP relationship. 
The mediating effect in the relationship between the HRM system and OP was first 
introduced by Bowen and Ostroff (2004). The basic underlying logic of the 
mediating effect of a strong climate is that the HRM system can affect OP only when 
employees share the same interpretation and understanding of the different HRM 
practices. As shown in Figure 7.68, the mediating model achieved a good model fit. 
In contrast, no significant relationship was found between a strong HRMS climate 
and each dimension of SQ. 
A comparison between the three different models has revealed that the full integrated 
model outperformed the other competing models. As shown in Table 7.57, both the 
standardised estimates and the magnitude of the explained variance of the full 
integrated model were much better than those explained by the other two competing 
models were. This comparison provides further support that HRM system–OP 
relationship is better conceptualised as an indirect relationship. In addition, the 
results of the two competing models have strongly supported that a strong HRMS 
climate is better hypothesised as a moderator than a mediator is. 
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Figure 7.68 Mediation effect of strong HRMS climate in the HRM–SQ 
relationship 
 
 
Table 7.57 Comparison between full integrated model against competing models 
Model Fully Integrated 
Model 
HRM System -> 
SQ 
HRM System -> Strong HRMS 
Climate -> SQ 
Dependent 
variable 
β R2 β R2 β R2 
Tangible .34*** .12 .14 .02 -.01 .00 
Reliability .46*** .21 .19* .04 .02 .00 
Responsive .22*** .05 .22* .05 .07 .01 
Assurance .41*** .17 .17 .03 -.07 .01 
Empathy .06 .00 .02 .00 -.01 .00 
***p ≤ .001, **p ≤ .01, *p ≤ .05 
 
 
Model GOF indices 
Absolute Incremental Parsimony 
χ2 = 874.25, d.f = 639,  
p = .000  
χ2/df = 1.36 
RMSEA = .042 
SRMR = .082 
 
CFI = .94 
TLI = .93 
NFI = .82 
 
PNFI = .710 
PCFI = .814 
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7.5 Summary 
The current study employed a SEM to test and validate the research conceptual 
model. SEM is a statistical technique that involves two steps: the measurement 
model and the structural path model. CFA was conducted to assess the convergent 
and discriminant validity of all the measurement models included in this study, in 
addition to the goodness-of-fit statistics. The initial results of the CFA analysis 
revealed that the majority of the measurement models needed to be respecified to 
achieve models that are more parsimonious. An examination of the standardised 
residual covariance, modification indices and the SFL revealed that a number of 
items needed to be deleted in order to improve the validity and the goodness-of-fit 
statistics. This resulted in deleting a number of items, as indicated in Table 7.58. 
 
Table 7.58 No. of deleted items 
Construct Initial Items No. of Deleted 
Items 
Construct Initial Items No. of Deleted 
Items 
Job design 5 2 OCB 10 2 
Recruitment and 
selection 
6 2 Tangibles 4 1 
Training 5 -    
Appraisal  7 1 AFCOM 5 - 
Compensation 5 -    
Ability 5 2 Reliability  5 2 
Motivation 5 2 Responsiveness 4 1 
Opportunity to 
participate 
5 1 Assurance 4 2 
Distinctiveness 6 2 Empathy 4 - 
Consistency 6 2    
Consensus 6 3 Total 97 25 
 
The measurement models convergent validity (AVE) improved remarkably after 
deleting the items. The GOF statistics also indicated that the measurement models 
achieved good fit statistics and, hence, the measurement models represented the data 
very well. Conversely, discriminant validity was not supported, especially for the 
HRM system and SQ. As a result, the different practices of the HRM system were 
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grouped into three abstract-level categories, namely, skill enhancing, motivation 
enhancing and opportunity enhancing HRM practices. With regard to SQ, the 
analysis failed to conceptualise SQ as a single factor; instead, five factors were found 
to represent the data better. Table 7.59 summarises the AVE, Cronbach’s alpha and 
the GOF statistics for the final results of the CFA analysis. 
 
Table 7.59 Summary of measurement model validity and fit statistics 
 
Factor 
 
AVE 
 
 
Goodness-of-Fit Indices 
χ2/df RMSEA CFI TLI NFI SRMR PNFI 
HRM system .59 .93 1.07 .019 .996 .993 .946 .067 .595 
Skill enhancing .50 .89 2.11 .073 .975 .955 .955 .036 .530 
Motivation 
enhancing 
.50 .91 1.89 .065 .978 .963 .956 .037 .556 
Opport. enhancing  .67 .83 1.13 .026 1.00 .999 .996 .009 .332 
AMO model   2.07 .072 .955 .933 .91 .058 .612 
Ability .56 .73 1.99 .069 .996 .978 .993 .011 .165 
Motivation .53 .77 .17 .000 1.00 1.00 .997 .007 .333 
Opport. to 
participate 
.54 .80 2.79 .093 .994 .964 .991 .014 .165 
Strong HRM .73 .91 2.40 .082 .960 .947 .934 .040 .697 
Distinctiveness .68 .89 2.14 .074 .996 .987 .992 .018 .331 
Consistency .56 .81 1.68 .057 .995 .986 .989 .021 .330 
Consensus .66 .85 2.66 .089 .983 .983 .972 .021 .972 
Affective 
commitment 
.66 .91 2.02 .070 .995 .985 .991 .014 .297 
OCB .49 .78 1.84 .064 .98 .96 .95 .069 .54 
SQ   1.15 .027 .987 .982 .913 .047 .652 
Tangibles .51 .73 1.76 .061 .994 .983 .987 .001 .329 
Reliability .52 .81 2.16 .075 .991 .974 .984 .024 .328 
Responsiveness .56 .75 .51 .000 1.00 1.01 .995 .012 .332 
Assurance .57 .72 2.04 .071 .987 .975 .975 .001 .975 
Empathy .48 .71 .097 .000 1.00 1.03 .999 .004 .167 
 
The resulting measurement models were found to be valid and reliable for 
consideration in the next stage of SEM, specifically the structural path models. The 
hypothesised structural path model was established to test the eight hypotheses 
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developed in Chapter 4. The majority of the hypotheses were significantly supported 
under (p ≤ .001) except Hypothesis 6, which was partially supported. Moreover, 
hypotheses 4 and 7 were partially supported since only a partial mediation was 
found. Finally, Hypothesis 2 was also partially supported because a strong climate 
was found to have a negative moderating effect on HRM system–AMO relationship. 
Hypothesis 8 was also supported and validated. A detailed discussion of the results 
will be provided in the next chapter. 
Table 7.60 Summary of hypotheses testing results 
Path Hypothesis  Standardised 
Estimates 
Sig. Conclusion 
HRM -> ability H1 .38 *** Supported 
HRM -> motivation H1 .28 *** Supported 
HRM -> opportunity to participate H1 .46 *** Supported 
Strong climate × HRM (ability) H2 .21 ** supported 
Strong climate × HRM (motivation) H2 .20 ** supported 
Strong climate × HRM (opportunity) H2 -.15 * rejected 
Ability -> affective commitment H3 .27 *** Supported 
Motivation -> affective commitment H3 .26 *** Supported 
Opportunity to participate -> affective 
commitment 
H3 .41 *** Supported 
HRM system -> Ability -> AFCOM H4 .12 ** partially 
HRM system -> Motvation -> AFCOM H4 .13 ** partially 
HRM system -> Opportunity to 
participate -> AFCOM 
H4 .29 ** partially 
AFCOM -> OCB H5 .38 *** Supported 
OCB -> tangible  H6 .34 *** Supported 
OCB -> reliability H6 .46 *** Supported 
OCB -> responsiveness H6 .22 *** Supported 
OCB -> assurance H6 .41 *** Supported 
OCB -> empathy H6 .06 .21 Rejected  
AFCOM -> OCB -> tangible H7 .13 ** Partially 
AFCOM -> OCB -> reliability H7 .12 ** Partially 
AFCOM -> OCB -> responsiveness H7 .05 N. Sig Rejected 
AFCOM -> OCB -> assurance H7 .14 ** Partially 
AFCOM -> OCB -> empathy H7 .03 N. Sig Rejected  
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Chapter 8: Discussion 
 
8.1 Introduction 
This chapter provides detailed discussion of the study’s aim to unlock the black box 
of the HRM system–OP relationship. The chapter presents an in depth discussion of 
the findings relating to the overall model proposed to open the black box in the 
HRM–OP relationship, the mediating role of both AMO and AFCOM, and the 
moderating role of a strong climate in strengthening the relationship of the HRM 
system–AMO relationship. In this chapter, the empirical findings of the data analysis 
chapter (Chapter 7) will be thoroughly discussed with reference to the different 
theories, and a comparison will be given between the current results against that of 
the previous literature. 
The chapter is organised into three sections. Section 8.1 provides a brief introduction 
to the discussion. Section 8.2 discusses the theoretical debates regarding how to 
conceptualise HRM in terms of best fit versus best practice. Section 8.3 provides a 
detailed discussion about exploring the black box of the HRM–OP relationship. 
Section 8.4 presents the conclusion. 
8.2 HRM Theoretical Debates45 
Although the field of HRM has been extensively studied and elaborated, certain 
theoretical arguments are yet to be solved. The literature has revealed that the most 
frequently addressed theoretical argument is the trade-off between the best-fit and 
best-practice approaches to HRM. Moreover, the literature has indicated that both 
approaches have their own advantages and disadvantages. For instance, the best-fit 
approach has the advantage of the benefit that could result from matching the HRM 
practices to either the external or internal environment. Such integration of HRM 
practices and its strategic context is a powerful source of sustained competitive 
advantage. That is, HRM practices will be unique to and closely tied to 
organisational context, which makes it difficult for other organisations to imitate 
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 Refer to page 24 for more details regarding best-practice versus best-fit HRM. 
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(Bartel 2004). Conversely, the best-fit approach has not yet reached a consensus 
regarding what constitutes the HRM system. This is because organisations tend to 
operate in different contexts and, thus, apply different HRM practices. Additionally, 
although the best-fit approach has received more attention in the literature, it has not 
yet been validated empirically (Wright & Gardner 2000). 
The disadvantages of the best-fit approach, however, have strengthened the reliance 
on the best-practice approach. Pfeffer (1995) responded to this by proposing that 
only a specific set of HRM practices can be linked to the desired OP, regardless of 
the many contextual factors. The best-practice approach has received strong 
empirical support and many best HRM practices have been proposed such as HPWP, 
and high commitment HR practices HCHP. Although the best-practice approach was 
empirically validated, researchers have criticised its theoretical and practical validity. 
One of the most critical disadvantages raised by the literature is that different sets of 
HRM practices have the same significant effect on different OP. 
The disadvantages of both approaches have led some researchers to propose a new 
theoretical approach to conceptualise HRM. For instance, Becker and Gerhart (1996) 
have argued that the only way to overcome the limitations inherent in the two 
approaches is to have a single abstract-level HRM. According to the literature, the 
abstract-level HRM could be grouped into four main categories, namely, training and 
development, compensation, recruitment and selection, and performance appraisal 
(Boselie, Dietz & Boon 2005). The abstract-level HRM can easily eliminate the 
boundaries between the two approaches by combining the two into one approach. In 
other word, under the abstract-level HRM, an assumption could be made that 
organisations are employing similar HRM practices (best practice) with respect to the 
abstract-level HRM, but different sub-practices (best fit) when it comes to the 
specific practices. Accordingly, unlike the majority of previous literature, the current 
study was designed to address the abstract-level HRM rather than focusing solely on 
either the best-practice or the best-fit approach. 
Another theoretical argument in the HRM literature that deserves special attention is 
whether to study the effect of individual HRM practices on performance or to study 
the effect of a system of HRM on performance. Initially, the focus of researchers was 
on studying the effect of individual HRM practices on performance (Gerhart & 
Milkovich 1990). Despite the positive relationship found in such studies, researchers 
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have started to question the validity of linking individual HRM practices to 
performance (Katou 2012). This is because individual HRM practice does not 
operate in isolation; rather, it usually interacts with other HRM practices and 
employees usually experience different sets of HRM practices simultaneously. From 
here, the attention has shifted towards studying the systematic perspective of HRM 
rather than individual HRM practices. Although the study of individual HRM 
practices has yielded a strong relationship to performance (Bartel 1994), the value 
added by the synergistic nature of the HRM system may outperform its individual 
counterpart HRM practices (Barney & Wright 1997). 
According to the literature, the HRM system was operationalised through different 
approaches, including the virtuous overlap, the independent effect and efficient 
complementarities (Chadwick 2010). Chadwick (2010) argued that the best way to 
conceptualise the systematic perspective of HRM is to create an additive index of the 
different HRM practices. While the additive index is considered a common approach 
to operationalise the HRM system (Jiang et al. 2012), it does not address the synergy 
occurring between the different sets of HRM practices.
46
 Therefore, this study has 
adopted the virtuous overlap approach to capture the likely synergistic value that 
could result in the HRM system. 
To test for the possible synergy that could exist in the HRM system, a CFA analysis 
was conducted where the shared variance was used to create an aggregated latent 
variable (Chadwick 2010). The results of the CFA analysis strongly supported the 
virtuous overlap approach to HRM synergy. The model of HRM indicated a good 
model fit and showed reasonably high SFLs. Such a result is closely in line with 
Jiang et al.’s (2012) argument of not relying on the additive index to operationalise 
the HRM system. Accordingly, the current results have provided a significant 
departure from the widely and commonly used approach to the HRM system, 
namely, the additive approach. 
The virtuous overlap model of the HRM system, however, failed to conceptualise 
HRM as a one-abstract-level system; instead, a three-abstract-level HRM system was 
validated, namely, skill enhancing, motivation enhancing and empowerment 
enhancing HRM practices, represented by job design. The CFA analysis revealed 
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 Refer to pages 24–26 for more detail regarding the importance of studying the systematic 
perspective of HRM. 
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that the HRM system is better conceptualised as a second-order factor, with three 
abstract-level first-order factors. The conceptualisation of HRM as a three-abstract-
level system supports Gardner et al. (2011), Savaneviciene and Stankeviciute (2011, 
2012), and Jiang et al.’s (2012) argument that the HRM system is better perceived as 
a system that includes three sub-systems. In addition, the three-abstract-level HRM 
system is more in line with the theoretical logic behind the AMO model. Appelbaum 
et al. (2000) argued that high-performance work systems can affect organisational 
outcomes only via their effect on employees’ characteristics. They have explained 
these characteristics as employees’ ability, motivation and empowerment. In other 
words, HPWSs need to be designed in light of the aforementioned characteristics of 
employees. Moreover, classification of the HRM system as encompassing three 
categories was also found in the work of Bailey (1993). Bailey stated that HRM 
practices could be grouped into three main groups, namely, skills, motivation and 
opportunity to participate. Further, Jiang and colleagues (2012) argued that 
agreement has emerged that all HRM systems should be directed towards enhancing 
employees’ ability to perform, motivation to perform and opportunity to perform, 
and they referred to such systems as ‘HR policy domains’. Thus, the current study’s 
results provide further support to the literature that conceptualises the HRM system 
as three abstract levels of HRM, as depicted in Figure 8.1. 
Figure 8.1 Virtuous overlap HRM system with three abstract levels 
 
Moreover, the results indicate that the abstract-level HRM systems model has 
achieved good fit statistics. The results are consistent with the literature. For 
example, Snell and Dean’s (1992) study evaluated the more abstract-level HRM, 
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such as ‘staffing selectivity’, rather than addressing sub-practices, such as conducting 
aptitude tests. Further, the current results are in line with Arthur and Boyles’s (2007) 
study. The authors contended that HRM can be divided into five different levels 
based on the multilevel perspective. Two of the five levels are HRM policies (a 
concept closely related to the abstract level of HRM) and HRM programmes (which 
are similar to the sub-practices of HRM). In addition, the approved model of the 
abstract HRM systems supports Becker and Gerhart’s (1996) proposition and 
provides empirical justification to shift the focus from the micro HRM to a more 
macro or abstract HRM and, hence, overcome the existing problem of what 
constitutes the HRM system. 
8.3 Exploring the Black Box of the HRM–Performance Relationship 
Guest (1997) argued that to understand the relationship between HRM and 
performance better, a theory about HRM, a theory about performance and a theory 
about how HRM and performance are linked must be developed. The first aspect (a 
theory about HRM) has been partially addressed in this study through both the 
abstract level and the systematic perspective of HRM, as discussed in Section 8.2. 
The second and third aspects of Guest’s theoretical call will be addressed through 
investigating the mediating and moderating variables in the HRM system–SQ 
relationship. 
The direct relationship between HRM and OP has been challenged by many 
researchers (Katou 2012; Paauwe 2009; Wright & Gardner, 2000; Youndt 2000). The 
limitation of the direct relationship lies in ignoring the variables that could contribute 
meaningfully and significantly to OP. Thus, the HRM literature is still unclear about 
the exact mechanism through which the HRM system affects OP. This problem is 
largely perceived by the literature as the black box of the HRM–OP relationship. 
Consequently, in an effort to open the black box, Dyer and Reeves (1995) suggested 
consecutive variables that link the HRM system to OP. This conceptualisation, in 
turn, has changed researchers’ attention to studying the more proximal variables of 
the HRM system first and then linking it to the more distal variables such as OP 
(Appelbaum et al. 2000; Guest 1997; Paauwe 2009). Among the proximal variables 
that were found in the literature were employees’ attitudes and behaviours. More 
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specifically, it was found that the AMO, AFCOM, and OCB were among the most 
frequently studied mediating variables in the HRM–performance relationship. 
Studying the content of the HRM system and the mediating variables that link the 
HRM system to OP is only one aspect of the black box. The process through which 
the HRM system is implemented is an important factor of which researchers need to 
be aware. In other words, a well-designed HRM system is said to be worthless or 
even harmful when it is poorly implemented. A negative shared perception could 
result from such a poor implementation, which in turn could negatively affect how 
HRM affects the mediating variables. Therefore, it is important to study the content 
and process approach when studying how the HRM system is linked to OP. In this 
section, a detailed discussion will be provided regarding how the HRM system 
affects the most proximal variables (AMO, AFCOM and OCB); how the mediating 
variables interact to affect SQ; how the HRM system implementation influences the 
creation of a strong climate, which serves as a moderator; and finally, how the full 
integrated indirect model that joins the content and process approach outperforms the 
direct effect model. 
8.3.1 Discussing the Relationship Between HRM and AMO 
The call for theory refinement regarding how HRM is linked to OP has resulted in a 
number of theoretical and conceptual frameworks. Such frameworks were introduced 
in the hope of exploring the so-called black box stage that links the HRM system to 
OP. The current study has focused on the most important mechanism through which 
the HRM system can affect OP, namely, the AMO. 
The underlying logic of perceiving AMO as a mediating link between the HRM 
system and OP is simple and straightforward. Dyer and Reeves (1995) proposed that 
the HRM system can affect OP only after affecting the most proximal variables to 
the HRM system. The literature has revealed that the most proximal variables to 
HRM system intervention are individual employees’ performance (Colvin & Boswell 
2007; Dyer & Reeves 1995; Wright et al. 2003). Individual employee performance, 
in turn, was found to be best conceptualised by the work of both Blumberg and 
Pringle (1982) and Campbell and colleagues (1996) who first introduced the 
individual-level theory of job performance, which provides the theoretical basis for 
the AMO model. 
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Unlike previous literature, the current study has focused on investigating the three 
main pillars of AMO simultaneously. The results found in this study provide 
empirical support to the above arguments. It was indicated in the results that the 
HRM system directly and significantly affects the level of ability that employees 
possess, the motivation employees show and the opportunity that employees have to 
participate effectively in the job being conducted. Katou and Budhwar (2010) studied 
the effect of resourcing and development—a concept closely related to skills 
enhancing HRM practices—on employees’ skills. Interestingly, their findings about 
the effect are somewhat similar to the results reported in this study of (β = .37, p = 
.001). In addition, the results are consistent with Peccei and Rosenthal’s (2001) 
study, where HR practices were found to have a significant and positive effect on 
employees’ job autonomy, which corresponds to opportunity to participate. 
Although motivation was significantly related to the HRM system (β = .28, p = .001), 
it did not show as strong a relation as that with either ability or opportunity to 
participate. The reported moderate effect of the HRM system on motivation, 
however, could be attributed to the types of employees working in that sector. The 
results from the demographic analysis indicated that the telecommunications sector’s 
employees in Kuwait are well educated, highly skilled and financially supported by 
the Kuwaiti government. Thus, both skills and motivation enhancing in the HRM 
system may have little to do with motivating already skilled and financially 
supported employees. Additionally, motivation-enhancing practices, such as 
compensation and performance appraisal, may sometimes demotivate employees 
especially, when they are perceived by the employees as management control 
(Ahmad & Schroeder 2003). Thus, employees’ perceptions of the HRM system is an 
important factor to be considered.
47
 The relatively moderate effect of the HRM 
system on motivation was also found to be consistent with Gould-Williams’s (2005) 
study, which concluded that only two out of ten high commitment HRM practices 
were found to have a significant effect on employees’ motivation. 
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 A more detailed discussion will be given when discussing the strong climate hypothesis. 
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Figure 8.2 The relationship between HRM and AMO 
 
8.3.2 The Moderation Effect of Strong Climate on the HRM System–AMO 
Relationship 
Regardless of how well the HRM system is designed, it may not lead to the desired 
performance because of the poor implementation of the system. Poor 
implementation, in turn, could result in employees’ different perceptions or even 
misunderstandings of the intended objectives of such a system (Bowen & Ostroff 
2004). The idiosyncratic perceptions among employees may negatively affect 
employees’ ability and skills, and consequently demotivate them. Conversely, shared 
perceptions among employees regarding HRM system objectives, the desired or 
required behaviour and the associated rewards are said to be more evident in a 
positive organisational climate that reinforces a strong situation to guide employees’ 
attitudes and behaviour (Bowen & Ostroff 2004; Kepes & Delery 2006). Therefore, 
the HRM system must create a shared perception among employees regarding how 
the work is designed, implemented and rewarded. According to Bowen and Ostroff 
(2004), a strong climate can only be created through a strong HRM system, which is 
characterised by three meta-features, namely, distinctiveness, consistency and 
consensus. Consequently, a strong climate can be achieved only when employees 
perceive the HRM system as valid, highly visible, understandable, equitable and fair. 
This has been strongly supported by the results of the current study. 
The results indicated that a strong HRM system was able to create a shared 
perception among employees by the strong or high within-group agreement (rwg = 
.88) achieved among employees regarding how they perceive the HRM system. The 
current results are in line with attribution theory (Kelly 1973), which states that 
employees are more likely to share perceptions regarding required behaviours and 
attitudes when they receive information characterised by three dimensions, namely, 
distinctiveness, consistency and consensus. The results revealed that the HRM 
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system was assessed by employees as a distinctive system that includes clear, 
observable, understandable and relevant practices. In addition, the results indicated 
that telecommunications employees perceive the HRM system as instrumental, valid, 
and compatible with respect to the messages it implies (consistency). Finally, it was 
found that the HRM systems adopted and applied by managers within the 
organisation were relatively similar and were perceived to provide both distributive 
and procedural justice (consensus). Thus, the results support Bowen and Ostroff’s 
(2004) proposition that a strong HRM system is an important factor to create a strong 
climate where employees share a common perception regarding HRM practices. In 
addition, the results were consistent with the literature. For instance, Schulte and 
colleagues (2009) conceptualised the organisational climate as a strategic climate 
(e.g., rewards, communication, clarity and training) and a supportive climate (task 
support or empowerment, vision, job adequacy and clarity, performance 
management). They concluded that both dimensions of climate achieved high within-
group agreement (rwg), and, hence, a strong climate was strongly supported. In 
addition, Dickson, Resick and Hanges (2006) agreed that a strong climate is created 
when organisations’ practices and policies are clearly articulated, formalised and 
communicated (distinctiveness and consistency), and its decision-making processes 
are more formalised (consensus). 
Figure 8.3 The Moderation Effect of Strong Climate on HRM–AMO 
Relationship 
 
The importance of a strong climate stems from its ability to guide employees’ 
attitudes and behaviours towards a unified direction and goal. By having a strong 
climate, employees clearly understand the required tasks, the abilities and skills 
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needed to accomplish those tasks, and the rewards associated with task 
accomplishment. The question remains as to how a strong climate affects employees’ 
attitudes and behaviours. From the HRM system–OP relationship perspective, the 
literature has revealed different perspectives regarding the best way through which a 
strong climate can be conceptualised. For instance, Bowen and Ostroff (2004) 
contended that a strong climate is better conceived as a mediator in the HRM–
performance relationship. Conversely, organisational climate researchers stressed the 
importance of considering the moderating effect of a strong climate on employees 
and on organisational outcomes (Dickson, Resick & Hanges 2006; González-romá et 
al. 2009; Li et al. 2011; Sanders, Dorenbosch & de Reuver 2008; Swinski et al. 
2008). In other words, the relationship between the HRM system and employees’ 
ability, motivation and opportunity to participate can be enhanced when employees 
share the same perception and interpretation of the different practices within the 
HRM system. This has been supported by the findings of the current study. 
Unlike the proposition made by Bowen and Ostroff (2004) that a strong climate 
mediates the HRM–performance relationship, the structural path analysis, as 
indicated in Chapter 7, has proved that a strong climate moderated the relationship 
between the HRM system and employees’ ability and motivation. That is, the results 
demonstrated that employees’ ability and motivation to carry out their jobs 
effectively were strengthened when employees perceived the HRM system similarly. 
In other words, when employees clearly understand the required behaviours and 
skills to do the job (distinctiveness), the rewards associated if he or she acquires the 
required skills (instrumentality and consistency), and all managers and supervisors 
fairly and equitably recognise and reward employees who possess those skills or 
behaviour, employees will direct their efforts towards enhancing the required skills 
or engaging in the required behaviour. Consequently, employees’ investment in 
improving their skills and behaviour will be reflected in their ability and motivation 
to conduct their jobs more effectively. This was supported by the current findings, 
which show that employees’ shared perception (strong climate) of the HRM system 
do indeed strengthen the relationship between the HRM system and employees’ 
ability and motivation. More interestingly, the current results provide empirical 
support to the situational strength theory proposed by Mischel (1973). 
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Mischel (1973, p. 276) has proposed that: 
Psychological ‘situations’ and ‘treatments’ are powerful to the degree that they 
lead all persons to construe the particular events the same way, induce uniform 
expectancies regarding the most appropriate response pattern, provide adequate 
incentives for the performance of that response pattern, and instil the skills 
necessary for its satisfactory construction and execution. Conversely, situations 
and treatments are weak to the degree that they are not uniformly encoded, do not 
generate uniform expectancies concerning the desired behaviour, do not offer 
sufficient incentives for its performance, or fail to provide the learning conditions 
required for successful construction of the behaviour. 
The current results have successfully proven that a strong climate indeed affects 
employees’ abilities and motivation through the unified understanding of the 
expected and desired behaviours and skills, and the rewards associated with those 
behaviours and skills. 
The results were found to be consistent with the literature. Day and Bedeian (1991) 
studied the interaction (moderation) of organisational climate (shared perception) and 
found that accounting professionals performed better when they perceived climate as 
structured and unambiguous (consistency and distinctiveness). In addition, 
Kopelman and colleagues (1990) as mentioned by Parker et al. (2003) concluded that 
the psychological climate is significantly and positively associated with work 
motivation. Additionally, Woodard, Cassill and Herr’s (1994) findings confirmed 
that the psychological climate significantly affected management employees’ 
motivation in the retail industry. Moreover, the motivation of employees working in 
the mining and manufacturing industry in Australia was found to be affected by the 
safety climate, as indicated by Griffin and Neal’s study (2000). Conversely, Parker 
and associates (2003) found that employees’ psychological climate, though 
significant, did not show a strong association with employees’ motivation. This may 
be attributed to the fact that the climate construct is better conceptualised as a 
moderator than as a mediator, as we will see in the next paragraph. 
To justify further the moderating effect that a strong climate has on the HRM 
system–AMO relationship, an alternative model was operationalised, which allowed 
a strong climate to act as a mediator in the HRM system–performance (SQ) 
relationship. Such a mediation relationship of strong climate has been the focus of 
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many scholars, such as Gelade and Ivery (2003), Bowen and Ostroff (2004), Schulte 
et al. (2009), and Boxall, Ang and Bartram (2011), to name just a few. The basic 
premise of the mediation effect of strong climate is that OP can be achieved only 
when all employees share the same understanding and interpretation of the HRM 
system. This proposition was tested by allowing strong climate to mediate the 
relationship between the HRM system and SQ, as depicted in Figure 8.4. 
Figure 8.4 Mediating role of strong climate in the HRM–SQ relationship 
 
Although the results of the mediation model achieved good fit statistics (χ2/df = 1.36, 
CFI = .94, TLI = .93, NFI = .82, PNFI = .71, PCFI = .81, RMSEA = .04, 
SRMR = .08), they failed to report any significant relationship between a strong 
climate and all SQ dimensions. Interestingly, the insignificant mediation of a strong 
climate was also found in Sanders, Dorenbosch and de Reuver’s (2008) study. The 
authors followed Baron and Kenny’s (1986) procedure to test the strong climate 
mediating effect on employees’ AFCOM. Their study, however, failed to support the 
mediating effect of strong climate. In addition, the current results were found 
consistent with Coluqitt, Noe and Jackson’s (2002) study. These authors concluded 
that climate strength moderates the relationship between procedural justice and team 
performance. Thus, the empirical results of the hypothesised moderating effect of a 
strong climate and the alternative model of mediation support the notion that a strong 
climate is better addressed as a moderator. 
In addition, the results provide solid empirical support that studying the content of 
the HRM system is not sufficient to address fully how HRM affects performance. 
That is, regardless of how well the HRM system is designed, it may not result in high 
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motivation among employees if it is not properly implemented. The HRM system 
can be perceived by employees differently and, thus, misunderstandings can exist. 
Misunderstanding, in turn, is considered a source of noise that could negatively 
affect motivation (Ahmad & Schroeder 2003). This was clearly implied by the 
current results that HRM system–motivation relationship, although significant, did 
not show a strong association. In other words, if the organisation encourages its 
employees to acquire specific skills or engage in certain behaviours but it fails to 
provide adequate training and incentives, and managers do not show any 
commitment to the behaviour or skills, employees will not show high motivation to 
improve their skills, and vice versa. The current findings support this argument and 
show that good implementation of the HRM system (a SHRMS) resulted in a strong 
climate, which was found to have a positive moderating effect on the HRM system–
motivation relationship. Simply put, employees’ motivation was strengthened by a 
strong climate, which is considered an outcome of strong HRM system 
implementation. Thus, the current results support the importance of studying the 
process approach of the HRM system–OP relationship. Accordingly, this finding 
provides empirical support to the argument made by Bowen and Ostroff (2004), 
Hartog et al. (2013), Kehoe and Wright (2013), Khilji and Wang (2006) and Nishii 
and Wright (2007) that HRM implementation is an important factor to be considered 
in HRM literature. 
The previous paragraphs have discussed the moderating effect of a strong climate on 
the relationship between the HRM system and employees’ ability and motivation, 
which are considered integral parts of the AMO. Although the results supported the 
idea that employees’ shared perceptions of the HRM system (strong climate) 
strengthen the relationship between the HRM system and both ability and 
motivation, the same was not true for employees’ opportunity to participate. The 
results indicated that a strong climate weakens the relationship between the HRM 
system and opportunity to participate. In fact, the result is not surprising, since Li 
(2010) also reported an insignificant relationship between climate strength and 
employees’ participation. 
Employees’ opportunity to participate seems to be affected by variables other than 
the shared perceptions of employees (strong climate). For example, the leadership 
style adopted by the managers may either encourage or discourage employees from 
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participation. A study conducted by Martin and Bush (2006) demonstrated that a 
transformational leadership style significantly contributed to the creation of a 
positive psychological climate among sales representatives. Psychological climate, in 
turn, was positively associated with sales representatives’ empowerment and 
autonomy (a concept closely related to employees’ participation). Conversely, 
transactional leadership depended on clarifying the tasks, responsibilities and 
standards that employees need to comply with, and providing a reward for 
compliance and a punishment for any deviation from those standards (Bass et al. 
2003). In other words, as Pieterse et al. (2010, p. 611) state ‘transactional leadership 
may be perceived as controlling and demotivating’. Thus, although the results have 
shown that the HRM system positively affects employees’ opportunity to participate, 
this association might not be enhanced when managers adopt the transactional 
leadership. Put simply, telecommunications employees will try to comply and follow 
only those tasks and responsibilities provided in the job design and description, 
which gives them a certain level of participation. Consequently, a climate could be 
created in which employees do not participate beyond the prescribed tasks and 
responsibilities. This was clearly indicated by the negative moderating effect of 
strong climate on the HRM system–opportunity to participate relationship. This 
argument was also supported by Sharif (2009). He concluded that 
telecommunications companies in Kuwait are characterised by a ‘semi-bureaucratic’ 
environment where employees are prepared to and asked to comply with specific and 
predefined tasks and responsibilities. 
A bureaucratic climate such as that existing in the telecommunications companies in 
Kuwait (Sharif 2009) may prevent or even negatively affect the general climate of 
participation. According to Shauder et al. (1999 p. 487): 
If the procedures are perceived to be too rigid, then there could be constraints on 
information flow and employee participation in decision-making. In bureaucratic 
climates, the formal arrangements might prevent adequate participation in 
decision-making by employees and can retard the flow of information necessary 
for informal interaction to undertake tasks effectively. 
This was clearly indicated by the negative (−.15) moderating effect of strong climate 
on the HRM system–opportunity to participate relationship. 
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8.3.3 The Direct and Indirect Effect of the HRM System on Affective 
Commitment 
The current study has provided an empirical departure concerning how to 
conceptualise the relationship between the HRM system and AFCOM. Unlike 
previous literature that focused on the direct effect of the HRM system on AFCOM 
(Chang & Chen 2011; Gilbert, De Winne & Sels 2011), the current study has focused 
on the mediating effect that AMO could have on the HRM system–AFCOM 
relationship. The indirect effect of the HRM system on AFCOM is justified by the 
theoretical assumption that the effect of the HRM system is dependent on how 
employees perceive those practices (Nishii & Wright 2007). In other words, a well-
designed HRM system may fail to achieve the desired performance if employees do 
not perceive that the system significantly develops and improves their skills, 
motivates them appropriately and provides them the opportunity to participate. Such 
a perception is expected to have a negative effect on employees’ AFCOM, and vice 
versa. This was strongly supported (as presented in Figure 8.5) by the significant 
association found in the current study between AMO and AFCOM. 
Figure 8.5 Mediating role of AMO in the HRM–affective commitment 
relationship 
 
The results indicated that improvements in employees’ ability, motivation and 
opportunity to participate significantly affected employees’ AFCOM. Although a 
significant association was found between AMO and AFCOM, ability and 
motivation were found to be weakly related to employees’ AFCOM. Recalling the 
discussion in the previous section, telecommunications companies’ employees tend 
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to be highly skilled and financially supported. Hence, it seemed that they did not 
perceive significant improvements in their skills or motivation, which was in turn 
reflected by the relatively weak association with AFCOM. Moreover, the theory of 
self-determination proposed by Deci and Ryan (1985) provides a theoretical 
justification for such a weak relation. The theory stipulates that people have three 
psychological needs that need to be satisfied, namely, the need for autonomy, 
competence and relatedness. Accordingly, the need for competence and relatedness 
are already satisfied by the high skills and abilities that Kuwait telecom employees 
possess and the good financial state they show. The only need to be satisfied, 
however, is the need for autonomy. Thus, a relatively strong relationship was found 
between opportunity to participate and AFCOM, while a weak relationship was 
reported with both ability and motivation. Such a significant, though relatively weak, 
relationship is supported by the literature. For instance, Mathieu and Zajac (1990) 
conducted a meta-analysis and concluded that employees’ skills are among the 
possible direct antecedents of employees’ commitment. Further, Mohsan and 
colleagues (2011) conducted a study in the banking sector and found that motivation 
is weakly associated with commitment. 
Conversely, the opportunity to participate was strongly associated with AFCOM. 
The results indicated that employees who have the opportunity to participate show 
high levels of AFCOM. This finding is more in line with self-efficacy theory 
(Bandura 1994). That is, when the organisation delegates the authority to employees 
by designing the job in ways that facilitate more freedom in how the work is 
conducted, an implicit message will be sent to employees that the organisation 
believes in their ability to take responsibility. This creates a psychological 
mechanism that increases an individual’s self-confidence, which in turn results in 
high AFCOM (Pillai & Williams 2004). In addition, given that telecom employees 
are skilled and well supported by the government, it is natural that they will be more 
interested in other than monetary or skill enhancing factors. This was clearly 
indicated by the strong relationship between opportunity and AFCOM, whereas a 
relatively weak association was reported with both ability and motivation. The strong 
association between opportunity to participate and AFCOM is consistent with 
previous studies. For instance, Lines (2004) and Bhatti, Nawab and Akbar (2011) 
reported strong positive relationships between employees’ participation and 
commitment. 
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Finally, the indirect relationship between the HRM system and AFCOM was 
partially supported. The results reported by the current study are consistent with 
social exchange theory (Blau 1964). The results indicated that when employees 
perceived that the HRM system improved their skills and abilities, cared about their 
wellbeing by providing adequate compensation, and showed faith in them by 
designing the job in ways that enabled them to participate effectively, they felt a 
sense of obligation and returned the favour by demonstrating high AFCOM. This 
empirical indirect effect is in line with Meyer and Smith’s (2000) study of a 
mediation model in the HRM–organisational commitment relationship. Moreover, 
Ahmad and Schroeder’s (2003) study revealed that the effect of HRM practices on 
operational performance is mostly via organisational commitment. 
8.3.4 Discussing the Direct and Indirect Effect of Affective Commitment on SQ 
According to the generally accepted proposition, task-oriented leadership as 
manifested by command and control is no longer feasible in eliciting desired 
behaviour, especially with today’s educated and skilled workforce, unless employees 
show high organisational commitment (Latting et al. 2004). From this perspective, 
the current study contributes to the body of knowledge by having investigated the 
link between employees’ organisational commitment and the level of citizenship 
behaviour employees engaged in. Among the three well-conceptualised 
organisational commitment dimensions, the focus of this study was on the most 
compatible dimension with social exchange theory (AFCOM), which is considered 
the driving theory of OCB (Organ 1990). The resulting path model has supported the 
idea that employees’ AFCOM is considered a strong predictor of OCB—a result in 
line with the majority of research conducted in this vein. Thus, further support is 
provided by the current study, which consolidated the underlying relationship of 
AFCOM and OCB. 
More interestingly, the current study has departed from the commonly used approach 
of linking OCB directly to a composite variable of SQ. Unlike other studies (e.g., 
Bell & Menguc 2002; Bienstock, DeMoranville & Smith 2003; Seyed Javadin et al. 
2012; Yoon & Suh 2003), the current study, as depicted in Figure 8.6, investigated 
how OCB affects each dimension of SQ individually, so that further knowledge 
could be acquired. The resulting path models have supported the notion that OCB 
significantly affects all dimensions of SQ, except for empathy. For instance, the 
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significant association between OCB and tangible may be caused by employees 
engaging in conscientious behaviour, such as dressing well, which in turn reflects on 
the positive perceptions of subscribers, who thus provide high SQ ratings. In 
addition, the reliability (accuracy of the services) and responsiveness are considered 
important factors that subscribers strongly appreciate. When employees help each 
other voluntarily (altruism) by educating new employees and providing constructive 
and valuable suggestions (civic virtue) to enhance the service delivery process, a 
high level of accuracy and responsiveness is likely to exist. This was confirmed by 
the relatively high significant coefficient found between OCB and both reliability 
and responsiveness. Moreover, the degree of courtesy employees show towards 
subscribers, and the degree to which employees can build trust and confidence, can 
significantly affect how subscribers perceive the services provided. For example, an 
environment that is characterised by bickering and quarrels among employees (anti-
courtesy and -sportsmanship behaviour) is more likely to spill over to the customer in 
the form of cold and unwelcoming relationships and, hence, negatively affect their 
perception of assurance. Conversely, when employees try their best to prevent work-
related problems (courtesy) and not complain about trivial matters (sportsmanship), a 
healthy environment is more likely to exist that might be reflected in how employees 
treat their customers, which in turn results in high perceived SQ. This was strongly 
supported in the results of this study through the strong significant effect of OCB on 
assurance. Consequently, the current results have supported previous studies by 
providing empirical support to the OCB–SQ relationship. 
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Figure 8.6 Mediating role of OCB in the affective commitment–SQ relationship 
 
The only dimension that demonstrated an insignificant association with OCB, 
however, was empathy. Although the current study has focused on the citizenship 
behaviour present throughout the organisation, subscribers usually build their SQ 
perceptions from their direct experience with front-line employees. Thus, front-line 
employees are considered a contact point where SQ perceptions are largely 
formulated. The insignificant association between OCB and empathy could be 
attributed to the stress that is caused by the high role conflict experienced during the 
service delivery process. That is, the literature has empirically indicated that front-
line employees continuously find themselves at a crossroad junction where they are 
required to satisfy the needs of customers and, at the same time, comply with the 
organisation’s policies and interests; hence, role-conflict stress is experienced (Varca 
2009). According to the stress literature, front-line employees may attempt to keep a 
psychological distance by walking away from any emotional or empathetic ties with 
the source of stress. Since front-line employees cannot escape from compliance with 
organisational policies and interests, a tendency to maintain emotional distance from 
customers is more likely (Varca 2009). This was clearly indicated by the results of 
the current study, in which OCB did not show an association with empathy. In 
addition, the current findings support Underwood and Moore’s (1982) study, which 
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reported an insignificant association between empathy and altruism. Finally, the 
current result is consistent with Johnson and Sirikit’s (2002) study, which reported 
that empathy received the lowest rating among the five dimensions of SQ. 
Another contribution of the current study lies in investigation of the indirect 
relationship between AFCOM and SQ. Although other studies have urged 
researchers to put extra effort into studying the direct impact of AFCOM on SQ 
(Garg & Dhar 2014; Malhorta et al. 2013; Pitt, Foreman & Bromfield 1995), the 
current study has focused on the indirect effect instead, since it is more theoretically 
sound and in line with previously established theories, such as that developed by 
Bagozzi (1992). The results derived from the current study have partially supported 
the mediation effect of AFCOM on SQ. For example, AFCOM was found to have a 
significant but relatively weak association with tangible, reliability and assurance. 
Such a weak relationship provides solid support to both Steers (1977) and Wiener 
and Vardi (1980) who argued that organisational commitment is a weak predictor of 
performance. Conversely, the significant indirect effect that was found with tangible, 
reliability and assurance further supported the argument that AFCOM is indirectly 
linked to SQ. The indirect relationship between AFCOM and SQ was also found in 
Seyed Javadin et al.’s (2011) study where OCB acted as a mediator. Finally, a 
positive insignificant effect was found on both responsiveness and on empathy, a 
result consistent with Czekajewski (2003). 
The reported weak association, or even the insignificant effect of AFCOM on SQ, 
especially responsiveness and empathy, is a powerful indication that the nature of the 
relationship between AFCOM and SQ is not as simple as that stated in previous 
studies in which AFCOM was directly linked to SQ. Numerous factors and 
mechanisms might exist that explicitly or implicitly influence such a relationship. 
One of the possible causes is that AFCOM is a concept closely related to the 
organisation rather than to the customer. In other words, affectively committed 
employees are emotionally attached to the organisation and are strongly identified 
with its objectives and strategies. This type of attachment is more likely to divert 
employees’ attention to the organisation at the expense of satisfying customers, 
especially when the interests of customers and the organisation are not compatible. 
This is not to say, however, that AFCOM is not important for delivering high SQ. 
AFCOM, as indicated by the current results, is a crucial attitudinal force that shapes 
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and determines employees’ citizenship behaviour, which is considered a strong 
predictor of SQ. Thus, a focus should be directed towards investigating the possible 
mediating or moderating variables in the affective commitment–SQ relationship. 
8.3.5 Discussing the Full Integrated HRM–SQ Indirect Model 
According to the argument made by Wright and Gardner (2000, p. 6) ‘it seems that 
consensus exists that any theoretical or empirical effort should at least specify some 
mediating variables …’. Moreover, as a response to Guest’s (1997) call for theory 
refinement regarding how the HRM system is linked to OP, the current study was 
conducted to answer this question by proposing a model that explains how the HRM 
system affects SQ, thereby addressing the problem of the black box. 
Unlike the literature that has focused on studying the direct effect of the HRM 
system on SQ (Chand 2010; Thakurta & Suresh 2012; Waldman & Gopalakrishman 
1996), the current study has focused on studying the mechanism through which the 
HRM system affects SQ. This mechanism, or the indirect effect of the HRM system 
on SQ, has been addressed through a number of mediating and moderating variables, 
as discussed in the previous sections. Moreover, the theoretical logic of the current 
model is largely explained by the behavioural perspective of HRM, social exchange 
theory, the individual-level theory of job performance, human capital, and the 
process and content approaches to HRM. 
The indirect effect of the HRM system on SQ was built on the theoretical work of 
both Kanfer (1992) and Dyer and Reeves (1995), which argue that the HRM system 
should be linked to the most proximal variables before linking it to the most distal 
variables. According to the individual-level theory of job performance (Blumberg & 
Pringle 1982; Campbell et al. 1993), employees’ ability, motivation and opportunity 
to participate (AMO) are considered the most proximal variables to the HRM system. 
These variables, which have been referred to as employees’ characteristics 
(Appelbaum et al. 2000), do not benefit the organisation unless they can elicit 
positive attitudes, such as AFCOM (Gardner et al. 2001; Ileana Petrescu & Simmons 
2008; Katou & Budhwar 2010). According to social exchange theory (Blau 1964) 
and the norm of reciprocity (Gouldner 1960), employees are expected to show 
positive AFCOM to their organisation when they perceive that the organisation 
values their contribution and cares about their career advancement by investing in 
254 
their skills and abilities. The importance of having committed employees is obvious 
since employees’ commitment determines to a large extant whether employees are 
willing to engage in OCB, which in turn is considered a strong predictor of SQ. 
According to the behavioural perspective, employees’ behaviour is considered an 
important mediator in the HRM system–OP relationship. That is, AFCOM is an 
attitudinal manifestation that does not affect performance directly; instead, it is the 
behaviour that results from being committed that makes the difference. Accordingly, 
the HRM system can affect SQ through affecting employees’ AMO, AFCOM and 
OCB. 
Although the above argument contributes significantly to opening the black box of 
HRM system–SQ relationship, it does not account for employees’ perceptions of the 
HRM system, which are considered an outcome of HRM implementation. The 
literature has revealed that HRM system implementation is as important as the 
content of the system itself and that an integration of both content and process 
approach in studying the HRM–OP relationship is necessary (Bowen & Ostroff 
2004; Lepak et al. 2006; Hartog et al. 2013). This is because the messages sent from 
the different practices within the system of HRM could be perceived differently. 
These different perceptions, in turn, can negatively affect the intended or desired 
outcomes of the HRM system. Thus, an HRM system needs to be implemented in a 
way that allows all employees to understand and interpret it similarly. This can be 
achieved through having a strong HRM system perceived by all employees to be a 
distinctive and consistent system that provides fair treatment and is similarly adopted 
by all managers and policy makers within the organisation (Bowen & Ostroff 2004). 
According to Bowen and Ostroff (2004, p. 213): 
A strong HRM system can foster similar viewpoints such that the situation leads 
everyone to ‘see’ the situation similarly, induces uniform expectancies about 
responses, provides clear expectations about rewards and incentives for the desired 
responses and behaviours, and induces compliance and conformity through social 
influence. 
Consequently, the expected outcome of such a strong HRM system is a strong 
climate where employees share the same perceptions of the intended objectives of 
the HRM system, the behaviours and skills required, and the rewards associated with 
those required behaviours and skills. The organisational climate literature has 
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indicated that a strong climate is a powerful indicator that usually acts to either 
strengthen or weaken the relationship between the HRM system and performance 
(Coluqitt, Noe & Jackson 2002; Sanders, Dorenbosch & de Reuver 2008). 
Putting it all together, the current study has proposed a model that integrates the 
content and process approach into one integrated model. In other words, the HRM 
system can affect SQ only by affecting the AMO, employees’ AFCOM, and OCB, 
while, simultaneously, a strong climate acts to moderate the relationship between the 
HRM system and the AMO. 
This model was strongly supported by the findings. The full integrated model, as 
shown in Figure 8.7, achieved good fit statistics (χ2/df = 1.32, RMSEA = .04, SRMR 
= .067, CFI = .93, TLI = .91, NFI = .77, PNFI = .648, PCFI = .781). Moreover, the 
magnitudes of the variance explained (R
2
) for the ultimate dependent variable (SQ 
dimensions) were all found to be significant, except for empathy. Finally, all the 
hypothesised paths including the mediating and moderating variables indicated 
significant path coefficients, with some exceptions, especially with empathy. That is, 
the model has provided empirical support that the HRM system significantly affects 
AMO, which in turn was significantly associated with employees’ high AFCOM. 
Employees’ AFCOM, in turn, was estimated to have a positive effect on citizenship 
behaviour. Ultimately, it was shown that OCB successfully and significantly affects 
all SQ dimensions, except for empathy. Thus, in general, the model has been strongly 
supported. The current results are also consistent with Tsaur and Lin (2004) who 
reported a significant indirect effect between HRM and customers’ perceived SQ. 
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To justify further the indirect effect of the HRM system on SQ, the HRM system was 
directly linked to SQ. Although the direct model of HRM–SQ achieved good fit 
statistics, it did not significantly explain the variance of the different dimensions of 
SQ. For instance, as indicated by Table 8.1, the only significant association was 
between the HRM system and reliability, and the HRM system and responsiveness. 
Conversely, the full integrated indirect model outperformed the direct model of the 
HRM system–SQ relationship. This clearly indicates that the SQ dimensions were 
better explained by the indirect model. The current findings are consistent with 
previous studies; for example, Rogg and colleagues (2001) tested the direct effect of 
HRM on SQ and found that the relationship between HRM and SQ is not significant 
at all, and is even close to zero. 
Accordingly, the insignificant associations found in the direct relationship model 
have consolidated the argument previously made that the HRM system–OP 
relationship is better conceptualised as a chain of proximal and distal variables. 
Hence, the current full integrated indirect model has contributed to the HRM 
literature by providing a significant empirical justification to the importance of 
studying the indirect effect of HRM on SQ. In other words, the black box of HRM 
performance was successfully opened by integrating social exchange theory, 
individual-level theory of job performance, the behavioural perspective, human 
capital and the process approach to HRM. 
Table 8.1 Comparison between direct and indirect models of the HRM–SQ 
relationship 
Model Indirect Model Direct Model 
Dependent variable β R
2
 β R2 
Tangible .34*** .12 .14 .02 
Reliability .46*** .21 .19* .04 
Responsive .22* .05 .22* .05 
Assurance .41*** .17 .17 .03 
Empathy .06 .00 .02 .00 
 Note: ***p ≤ . 001, **p ≤ .01, *p ≤ .05 
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8.4 Summary 
The main objective of the current study was to open the black box of the HRM 
system–OP relationship. To do so, a comprehensive model with mediating and 
moderating variables was proposed. It was hypothesised that an abstract-level HRM 
system is positively associated with employees’ individual-level performance, 
represented by their ability, motivation and opportunity to participate (AMO). AMO, 
in turn, were hypothesised to influence the affective dimension of organisational 
commitment, which is considered the driving force for employees to engage in OCB. 
Finally, since SQ can be achieved by engaging competent employees who are willing 
to go beyond the ‘call of duty’, it was hypothesised that employees’ citizenship 
behaviour is a strong predictor of SQ. 
The SEM through its two stages (CFA and path analysis) confirmed that the abstract-
level HRM system is indirectly linked to SQ. The results indicated that the HRM 
system affects SQ through affecting AMO, AFCOM and citizenship behaviour. In 
addition, the results indicated that the effective implementation of the HRM system, 
which creates a significantly strong climate among employees, strengthens the 
relationship between the HRM system and employees’ ability and motivation, while 
weakening the relationship between the HRM system and opportunity to participate. 
Accordingly, the black box of the HRM–performance relationship has been 
successfully explored. 
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Chapter 9: Contributions, Implications and Limitations 
9.1 Introduction 
The main objective of the current study was to investigate the black box of the HRM 
system–OP relationship. A comprehensive model including mediating and 
moderating variables was hypothesised and empirically tested. The model was 
successfully justified and it proved that the HRM system is indirectly linked to SQ. 
The hypothesised model contributes to the theory of HRM and provides a practical 
guidance for managers to follow in enhancing SQ. Thus, the objective of the current 
chapter is to summarise the key findings derived from the hypothesised model, the 
contributions to both theory and practice and, finally, the limitations that could lead 
to future studies. 
This chapter is organised into four sections. Section 9.1 provides a brief introduction 
to the chapter. Section 9.2 provides a summary of the research questions and 
describes how those questions have been addressed in the study. Section 9.3 presents 
the contributions of this study to the theory of HRM and to managers seeking to 
improve their SQ. Finally, Section 9.4 outlines both limitations and future 
implications. 
9.2 Research Questions Revisited 
The importance of the HRM system as a critical factor for OP effectiveness has led 
many researchers and practitioners to investigate the possible effects of the HRM 
system on OP. This has resulted in many studies that have explored the direct effect 
that that HRM system may have on different OP measures (Katz, Kochan & Weber 
1985; Terpstra & Rozell 1993). The positive and significant association that was 
found between the HRM system and OP measures cannot be ignored; however, the 
issue raised in the literature is that HRM system–OP relationship cannot be perceived 
as a direct relationship. The direct effect theory of the HRM system on OP was 
challenged by many researchers because of its lack of rigour and its ignorance of 
many possible mediating variables that could significantly affect the OP measures 
(Katou & Budhwar 2010; Kehoe & Wright 2013; Paré & Tremblay 2007; Paauwe 
2009; Wright & Gardner 2000; Youndt 2000). Thus, the indirect relationship 
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between HRM and OP has replaced the common stream of research that links the 
HRM system directly to OP. 
The interest to study the indirect effect of the HRM system on OP was motivated by 
the work of Kanfer (1992) and Dyer and Reeves (1995). Drawing on Kanfer’s 
argument, OP measures are too distal from HRM intervention; therefore, assuming a 
direct link between HRM and OP is theoretically invalid. Dyer and Reeves (1995) 
further clarified the indirect link by proposing that the HRM system affects OP 
through four sequential measures of performance. First, the HRM system affects 
employees’ attitudes and behaviours. Second, attitudes and behaviours affect 
organisational outcomes such as productivity and SQ. Third, enhanced productivity 
and SQ will be reflected by enhanced financial outcomes. Finally, good financial 
outcomes, in turn, result in increased stock market power. These arguments have 
resulted in a substantial shift in researchers’ focus, and numerous models have been 
developed to determine theoretically and empirically the many possible variables that 
link HRM to OP. Unfortunately, a disagreement among researchers persists 
regarding how HRM affects OP (Paauwe 2009). The mystery surrounding the exact 
mechanism through which HRM affects OP has caused many researchers to refer to 
this as the black box (Purcell 2003). 
Accordingly, this study was designed mainly to investigate the black box of the 
HRM system–OP relationship by putting forward the main research question: ‘How 
does the HRM system affect OP represented by SQ?’ To elaborate on how the HRM 
system affects OP, several sub-questions needed to be answered. This section 
provides a summary of the research questions and describes how they were 
addressed. 
9.2.1 How the HRM System Affects OP (Service Quality) 
The HRM literature indicates that the direct relationship between the HRM system 
and OP is theoretically incomplete, and that indirect mechanisms should be 
investigated. Unfortunately, an issue referred to as the black box still exists regarding 
how the HRM system affects OP. 
First, the current study has reviewed the HRM and SHRM literature. The literature 
review revealed different perspectives regarding how to conceptualise HRM in terms 
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of a best-practice / best-fit approach. Moreover, a debate was also found regarding 
how to operationalise the systematic perspective of HRM. In addition, the literature 
revealed that researchers should focus on the system of HRM rather than on 
individual HRM practices. Further, the literature indicated that the black box of the 
HRM–OP relationship can be explored or opened by studying the mediating 
variables that link the HRM system to OP. Finally, the literature encourages the 
integration of the two different approaches in studying HRM, namely, the content 
and the process approach. 
Second, the literature review presented in Chapter 2 revealed that knowledge of 
HRM at the abstract level is important for overcoming the disagreement regarding 
what constitutes HRM. With respect to the systematic perspective of HRM, the 
literature indicates that the virtuous overlap approach is considered the best approach 
to operationalise the HRM system. Additionally, the review in Chapter 2 has clearly 
indicated that the most important mediating variables to be included in the HRM–OP 
relationship are the AMO model, and employees’ AFCOM and OCB—in particular, 
OP represented by SQ. Finally, the process approach to HRM was found to represent 
three meta-features of a strong HRM system, namely, distinctiveness, consistency 
and consensus. A strong HRM system was found to create a strong climate among 
employees, which acts to moderate the HRM system–AMO relationship. 
Third, the literature review resulted in a theoretical framework comprising eight 
hypotheses, which altogether link the HRM system to SQ. The theoretical framework 
was empirically examined through 200 employees and 210 subscribers in the 
telecommunications sector in Kuwait. The collected data were prepared by screening 
for missing data, outliers and normality assumptions (see Chapter 6). The 
measurement models used to test the hypothesised framework were validated 
through CFA analysis via AMOS 22, and the full structural model was estimated and 
shown to achieve good fit statistics. The findings justified the hypothesis that the 
HRM system significantly and positively affects SQ dimensions through mediating 
and moderating mechanisms, as discussed in Chapter 7. 
As a concluding remark, SQ was significantly affected by the citizenship behaviour 
that employees demonstrate (Hypothesis 6). OCB in turn, was found to be positively 
and significantly predicted by employees’ AFCOM (Hypothesis 5), which at the 
same time acted as a mediator between AFCOM and SQ (Hypothesis 7). 
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Additionally, the model indicated that the HRM system indirectly affects employees’ 
AFCOM. In other words, when employees perceive their ability, motivation and 
opportunity to participate (AMO) are being enhanced by the HRM system, they tend 
to reciprocate by showing high AFCOM (hypotheses 4, 3 and 1). Finally, the effect 
of the HRM system on employees’ ability and motivation was strengthened when 
employees perceived the system as having three characteristics, namely, 
distinctiveness, consistency and consensus (Hypothesis 2). Thus, the black box was 
successfully opened through the proposed mediating and moderating variables. 
9.2.2 What is the Effect of the HRM System on AMO? 
This question attempted to test whether the HRM system positively affects 
employees’ ability, motivation and opportunity to participate. The theoretical 
motivation of this question was mainly based on the work of Kanfer (1992), Dyer 
and Reeves (1995), Campbell et al. (1993) and Blumberg and Pringle (1982), which 
states that OP is composed of proximal and distal outcomes, and that the most 
proximal outcomes to HRM are employees’ ability, motivation and opportunity to 
participate. 
To address this question, the HRM system and the AMO model were operationalised 
through a set of initial items derived from the HRM, motivational theory and OP 
literature. The initial items were pre-tested and purified through conducting a pilot 
study. The final set of items was further purified through CFA, which indicated good 
fit statistics, as presented in Chapter 7. 
This question was addressed through one hypothesis (Hypothesis 1). The results of 
the hypothesis testing indicated that the HRM system significantly and positively 
affects employees’ ability, motivation and opportunity to participate. 
9.2.3 What is the Effect of a Strong Climate on the Relationship Between the 
HRM System and AMO? 
The foundation of this question largely stemmed from the work of Bowen and 
Ostroff (2004). The authors argued that the HRM system should be strong enough to 
create a strong climate among employees regarding what behaviours are required and 
rewarded, and what the objectives of the HRM system are in general (Chapter 2). 
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Such a system should be perceived as a system characterised by three meta-features, 
namely, distinctiveness, consistency and consensus. 
In order to answer this question, Delmotte, De Winne and Sels (2012) survey 
instrument was used to operationalise and measure the strong HRM system 
construct. The authors followed rigorous methodologies to validate the three 
characteristics of a strong HRM system, and their measurement model achieved good 
validity and reliability. The measurement model was further evaluated through CFA 
analysis. It achieved good convergent and discriminant validity, reliability and good 
fit statistics (Chapter 7). 
Strong climate was operationalised as the shared perceptions among employees 
regarding how they perceive the HRM system (distinctiveness, consistency and 
consensus). Intraclass correlation coefficients (ICC1) and (ICC2) were calculated 
and they justified the aggregation of the individual-level perception. Moreover, 
within-group agreement (rwg) was used to measure the strength of climate perception, 
and the results indicated strong within-group agreement; hence, a strong climate was 
statistically justified (Chapter 7). This result provides further support to Bowen and 
Ostroff’s (2004) proposition of the link between a strong HRM system and a strong 
climate. 
The climate literature revealed different perspectives regarding the best way to link 
the construct of strong climate to performance. Bowen and Ostroff (2004), among 
others, stressed that a strong climate is best perceived as a mediating variable, while 
the majority of organisational climate researchers conceptually and empirically 
justified that a strong climate is a moderator by nature (Dickson, Resick & Hanges 
2006; González-romá, Fortes‐Ferreira & Peiró 2009; Li, Frenkel & Sanders 2011; 
Sanders, Dorenbosch & de Reuver 2008; Swinski et al. 2008). Accordingly, this 
question was addressed through Hypothesis 2, which investigated the moderate effect 
of a strong climate on the HRM system–AMO relationship. 
Testing Hypothesis 2 indicated that a strong climate strengthens the effect of the 
HRM system on both employees’ ability and motivation, while at the same time it 
weakens the effect of the HRM system on opportunity to participate. The negative 
moderation effect may be attributed to the bureaucratic environment that exists in the 
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telecommunications companies in Kuwait (Sharif 2009), which may negatively 
affect the general climate of participation. 
9.2.4 What is the Effect of AMO on Employees’ Attitudes (Affective 
Commitment)? 
This question was formulated as a response to Nishii and Wright’s (2007) argument 
that employees’ perception is the factor that mostly influences employees’ attitudes 
and behaviour. In other words, when employees perceive that their ability is being 
enhanced, that their motivation is continuously increased and that they have an active 
voice in their job due to the effective implementation of HRM system, this will be 
positively reflected in their attitudes towards their organisation. 
Accordingly, in order to answer this question, an initial set of items was developed 
for each dimension of the AMO, based on previous literature such as (Den Hartog et 
al. 2013; Gould-Williams & Davies 2005; Kehoe & Wright 2013). Conversely, 
AFCOM was operationalised mainly through the well-established measure of 
organisational commitment developed by Allen and Meyer (1990). The initial set of 
items of both constructs was assessed by 10 experts and practitioners and shown to 
achieve good content validity. In addition, the two constructs were tested and showed 
good reliability, as indicated by the results in Table 5.7, Chapter 5. CFA was 
conducted to assess whether the two measurement models represented the underlying 
theory. The results revealed good fit statistics, and the two constructs achieved good 
convergent and discriminant validity, as presented in Chapter 7. 
This question was addressed by developing one hypothesis (Hypothesis 3). This 
hypothesis was tested by performing SEM through its two steps, namely, the 
measurement model and the path model. The results indicated that employees’ 
perceptions of their ability, motivation and opportunity to participate explains 
roughly 40% of the variance in their AFCOM. Thus, Hypothesis 3 was fully 
supported. 
9.2.5 What is the Effect of Affective Commitment on Organisational Citizenship 
Behaviour (OCB)? 
Taking social exchange relationship theory as a basis to answer this question, a 
Hypothesis 5 was developed. Simply put, Hypothesis 5 states that employees are not 
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willing to put in extra effort in the form of citizenship behaviour if they perceive 
their relationship with their organisation to be based on monetary reward. 
Conversely, when employees like their organisation and perceive it as an entity that 
they truly identify with, and believe in its goals and values, they will be happy to 
engage in the different forms of citizenship behaviour. 
In order to test whether this hypothesis held true, the two constructs were measured 
through five items to measure AFCOM (Allen & Meyer 1990), and 10 items to 
measure OCB (Podsakoff et al. 1990). The two measures were exposed to a pre-test 
and a pilot study and they proved to be valid and reliable, as indicated in Chapter 5. 
CFA was conducted to assess whether the two models fitted the data and whether 
they are valid in terms of convergent validity. The results, as indicated in Chapter 7, 
showed that both models achieved good fit statistics. Convergent validity was also 
found to be within the acceptable limit of 0.5 for AFCOM, while slightly below .5 
was reported for OCB (.49). The low AVE for OCB is not a grave concern since the 
factor loading, GOF statistics and Cronbach’s alpha were all reasonably high. 
Regarding the structural path analysis, it was clearly indicated that employees’ 
citizenship behaviour is significantly and positively predicted by employees’ 
AFCOM (.39). Thus, the answer to this question is that AFCOM explains OCB by 
almost R
2
 = 20%. 
9.2.6 What is the Effect of OCB on OP (Service Quality)? 
The relationship between OCB and SQ is built partially on the internal marketing 
concept (George 1990). The basic underlying proposition is that it does not make 
sense to promise telecom subscribers high SQ while it is missing internally. 
Accordingly, employees should provide quality services to their peers, colleagues, 
and to their clients in order for that quality to be truly realised. Such internal quality 
services were largely perceived as supportive behaviours in the form of citizenship 
behaviour. An example includes helping other employees and subscribers to solve 
their problems, giving advice and participating in organisational improvement 
programmes. 
This question was answered through Hypothesis 6. OCB, as mentioned in the 
previous section, was operationalised through 10 items adopted from Podsakoff et al. 
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(1990). SQ was measured through the SERVQUAL measurement device developed 
by Parasuraman, Zeithaml and Berry (1988). SERVQUAL is frequently used in the 
telecommunications context, as indicated in Chapter 5. A pilot study was conducted 
to assess the reliability of SERVQUAL, which indicates an alpha coefficient of .74. 
To examine the validity of this measure further, CFA was performed. The results 
showed that all SQ dimensions achieved good convergent validity, except for 
empathy with an AVE of (0.46). The model was accepted with this limitation since 
SFL, GOF and Cronbach’s alpha all demonstrated acceptable values. 
The relationship between OCB and SQ dimensions was estimated by establishing a 
structural path analysis (Hypothesis 6). The results indicated that employees’ OCB 
significantly and positively affected how subscribers perceived the quality of the 
services of the telecommunications companies, except for empathy. Thus, the answer 
to this question is that OCB affects subscribers’ assessment of tangibles by .34, 
reliability by .46, responsiveness by .22 and assurance by .17. Conversely, OCB did 
not affect empathy significantly because of the possibility of role conflict 
experienced by telecom employees, as discussed in Chapter 8. 
9.2.7 The Full Integrated Indirect Model of the HRM System–SQ Relationship 
As discussed in the literature review, SQ cannot be linked directly to the HRM 
system. Despite the significant relationships and the GOF statistics that the full 
model achieved, further analysis was needed to ensure that the proposed model 
outperformed other theoretical models. This was especially important since other 
researchers have studied different theories and models and have reported significant 
relationships as well. For instance, Chand (2010) and Thakurta and Suresh (2012) 
studied the indirect effect of the HRM system on SQ. Moreover, Bowen and Ostroff 
(2004) argued that a strong climate is a mediating variable in the HRM system–OP 
relationship. In order to provide a theoretical and statistical justification of the 
superiority of the current study model over that of competing theories, a statistical 
test of the different theories was performed. 
A comparison between the different models revealed that the full integrated model 
explained SQ significantly better that the competing model, and that a strong climate 
is better perceived as a moderator than a mediator is, as discussed in Chapters 7 and 
8. 
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9.3 Contribution of the Study 
In order to open the black box of the HRM system–OP relationship, a comprehensive 
model was developed and validated. The theoretical model incorporated different 
approaches and theories in an effort to achieve a more holistic view of the 
mechanism through which the HRM system affects OP. In general, the current study 
has contributed to the theory and practice of HRM by addressing Guest’s (1997) 
questions regarding a theory of HRM, a theory of OP and a theory of how HRM is 
linked to OP. This section outlines the different contributions of the current study in 
light of Guest’s questions. 
9.3.1 A Theory of HRM 
The literature revealed different debates and arguments regarding how to theorise 
HRM. These theoretical debates can be summarised into two main debates: best-
practices versus best-fit HRM, and the individual level versus the system level of 
HRM. 
Regarding the first debate, it was clearly indicated in the literature review as well as 
the discussion chapter (see Section 2.2.2 and Section 8.2) that each approach has its 
own limitations and advantages, and the best way to overcome the limitations of both 
approaches is through studying the abstract level of HRM, as proposed by Becker 
and Gerhart (1996). Accordingly, the current study contributes to the theoretical 
knowledge by providing a statistically and empirically validated model of abstract-
level HRM. 
The current study also contributes to the body of knowledge by studying the 
systematic perspective of HRM. As indicated in the literature review (see Section 
2.2.1), researchers have recently shifted their focus towards studying the systematic 
perspective of HRM rather than studying the individual HRM practices. This is 
because the benefit derived from the system is much greater than the benefit derived 
from the summation of individual parts of that system. Further, the current study 
adopted the virtuous overlap approach to operationalise the HRM system, as 
proposed by Chadwick (2010). This approach is considered a theoretical contribution 
since the majority of the HRM studies largely focused on studying the additive 
approach of the HRM system (see Section 8.2). The additive approach entails a 
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number of limitations, as discussed by Jiang et al. (2012). As an original 
contribution, this study provides a theoretical departure from the dominant approach 
of the HRM system, namely, the additive approach. 
Finally, the resulting model of the abstract-level HRM system failed the validity 
tests, as indicated in Chapter 7 (see Section 7.2.2.6). The respecified model, instead, 
indicated that the best way to conceptualise the HRM system is through three 
abstract-level systems, namely, skill enhancing, motivation enhancing and 
opportunity enhancing HRM systems. This conceptualisation is closely in line with 
the AMO model and represents an empirical contribution that provides further 
support to the literature (see Section 8.1). 
9.3.2 A Theory of Organisational Performance 
OP remains one of the most studied variables in management studies (Richard et al. 
2009). According to the literature (see Section 2.3.1), there are two dominant 
theories that assess OP, namely, shareholder theory and stakeholder theory. A 
number of limitations, however, were associated with shareholder theory, which 
gives an advantage to stakeholder theory. One of the limitations is that shareholder 
theory depends on shareholder wealth in assessing how well the organisation is 
performing, while ignoring the many other variables that could affect the ultimate 
wealth of shareholders. As a result, Dyer and Reeves (1995) argued that OP is a 
sequence of related variables starting from HR’s outcomes, organisational outcomes 
(productivity and quality), financial outcomes (profit) and market outcomes. The 
current study contributes to the theory by applying Dyer and Reeves’s arguments and 
using them as a base for theorising OP, as well as theorising the link between the 
HRM system and OP, as we shall see in the next section. 
9.3.3 A Theory of How HRM is Linked to OP 
The literature indicated that the direct relationship between HRM and OP is no 
longer perceived as a valid theoretical relationship. Conversely, an indirect 
relationship with mediating and moderating variables is strongly advised to answer 
the remaining question of how HRM affects OP (see Section 2.4.1). Based on the 
work of Kanfer (1992) and Dyer and Reeves (1995), in order for the HRM system to 
affect OP positively, such a system should affect the most proximal variables first, 
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and then affect the most distal variables. As indicated in the literature review, the 
most proximal variables to the HRM system concern individual performance, 
including attitudes and behaviours. The individual variable was clarified by the 
individual-level theory of job performance (Blumberg & Pringle 1982; Campbell et 
al. 1990), which later became known as the AMO model. The AMO model is 
considered the most widely accepted theoretical model in the HRM literature and it 
serves as the mediating mechanism through which the HRM system affects OP (see 
Section 2.6). 
Although the AMO model is considered an important model to conceptualise the 
HRM system in terms of a skill enhancing, motivation enhancing and opportunity 
enhancing HRM system, the great majority tend to focus on only one dimension and 
usually ignore the opportunity to participate (Boxall, Guthrie & Paauwe 2016; Jiang 
et al. 2012). Moreover, it was found that roughly all the HRM literature used the 
AMO model as a means to theorise the HRM system. However, measuring whether 
the AMO model truly mediates the HRM–OP relationship has been neglected. Given 
all the gaps in the literature, the current study significantly contributes by studying 
the three main dimensions of the AMO model, as advised by the classic work of 
performance theories (Blumberg & Pringle 1982). Moreover, the AMO model was 
tested, validated and significantly proved itself as a mediating mechanism linking the 
HRM system to OP, thereby originally contributing to further the knowledge on how 
HRM is linked to OP. 
Additionally, AMO is not the only mediating variable in the HRM system–OP 
relationship. This can be clearly observed in the service sector. In other words, the 
current study was conducted in the telecommunications sector in Kuwait where SQ is 
considered an important performance indicator. According to the literature (see 
Section 4.7), the required behaviours to provide high SQ are usually never mentioned 
in the job description and organisations leave it to employees’ own discretion to 
engage in so-called citizenship behaviour. OCB, in turn, was found to be largely 
dependent on how committed employees are to their organisation. Despite the need 
for employees’ commitment to affect employees’ propensity to engage in citizenship 
behaviour, and despite OCB being a strong predictor of SQ, few studies included 
employees’ attitudes and behaviour as mediating variables in one single study 
(Kehoe & Wright 2013). Therefore, this study contributes by addressing this research 
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deficiency through testing the effect of the HRM system on SQ, taking into account 
employees’ AFCOM and OCB as mediating variables in this relationship. 
Moreover, it has been mentioned in the literature that the process through which the 
HRM system is implemented is as important as the content of that system. 
Surprisingly, the literature was dominated by a common stream of defining the 
content of the HRM system. This has resulted in numerous models and 
conceptualisations regarding what constitutes the HRM system. This one-sided effort 
led Bowen and Ostroff (2004) to call for research into the question of how the HRM 
system is implemented alongside the content of that system. This is because the 
implementation of the HRM system will determine the effectiveness of the content of 
HRM. Accordingly, the current study contributes to the HRM literature by 
developing and significantly validating an integrated model that joins both the 
content and the process approach of the HRM system. 
The current study also uniquely contributes to the theory of how HRM is linked to 
OP through studying the moderation effect of a strong climate on the relationship 
between the HRM system and AMO. Bowen and Ostroff (2004) argued that a strong 
climate is an outcome of a strong HR system, which is intended to have a mediating 
effect in the HRM–OP relationship. Climate research, however, has stressed the 
importance of considering climate as a moderator rather than a mediator, as indicated 
in Section 4.4. Thus, the current study contributes by testing the moderating effect of 
a strong climate. This showed a significant moderating effect on the HRM system–
AMO relationship. Further, by comparing the moderation effect of a strong climate 
against that of a mediating effect (see Section 7.3.1.6.2), it was clear that considering 
a strong climate as a moderator is more appropriate; hence, this provides an 
empirical contribution by shifting the focus of the HRM researcher towards studying 
a strong climate as a moderator variable. 
Finally, given that the main objective of the current study was to unlock the black 
box of HRM–OP relationship, the current study contributes original knowledge by 
providing a comprehensive model that integrates different theories and perspectives. 
According to the literature, different theories and models have been used to answer 
the question of how HRM affects OP. Although the theories and models proposed 
were all considered essential to answer this question, researchers were found 
surprisingly reluctant to include more than one theory as an explanation of how 
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HRM affects OP (see Section 1.2). Therefore, to complete the picture and, hence, 
open the black box, a more comprehensive framework and model needed to be 
developed, as suggested by Jiang et al. (2012). 
The uniqueness of the current model stems from the combination of different 
theories, such as the behavioural perspective, the individual-level theory of job 
performance, human capital theory, social exchange theory and attribution theory. 
For example, based on both human capital theory and the individual-level theory of 
job performance, the AMO model was proposed to act as a mediator since it is 
considered to have the most proximal variables to the HRM system. Additionally, 
attribution theory was employed to understand how employees perceive and assess 
the HRM system, which in turn affects the creation of a strong climate. Moreover, 
social exchange theory was used to explain the relationship between AFCOM, OCB 
and SQ. Thus, the current study contributes by providing a comprehensive view of 
the mechanism through which the HRM system affects OP, which is represented here 
by SQ. 
9.3.4 Contribution to Practice 
Telecommunications companies in Kuwait are currently facing great pressure due to 
the increased power of customers as a result of new government regulations. This 
makes it imperative for telecom companies to invest heavily in SQ. The delivery of 
high SQ depends largely on employees’ attitudes, behaviour and their willingness to 
put extra effort into the service delivery process (Gavino, Wayne & Erdogan 2012). 
Accordingly, the current study contributes to the achievement of high SQ, as it 
provides to telecom managers the mechanism through which telecom companies 
influences their employees’ attitudes and behaviour. In other words, to realise high 
levels of SQ, this study recommends practitioners and managers working in the 
telecommunications sector in a developing country should implement the following 
recommendations: 
1. HR managers in the telecom sector should carefully recruit and select the 
most qualified applicant to fill a vacant position and provide their employees 
with the necessary training and development to ensure that all employees 
possess the necessary skills and abilities to deliver high SQ. 
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2. Employees’ motivation should be carefully managed through conducting 
standardised performance appraisals at regular time intervals. Managers 
should creatively communicate the results, the standards and criteria of such 
performance appraisal to employees to increase the level of SQ. In addition, 
telecommunications companies need to provide a compensation package and 
reward system that recognises high performers. 
3. Telecom HR managers should design the job in a way that provides 
employees with the authority to take job-related decisions and to actively 
participate in their job, thus ensuring that all employees have the same 
opportunity to participate in the process of delivering high SQ. 
Second, the aforementioned recommendations are provided mainly to ensure that 
employees’ ability, motivation and opportunity to participate are enhanced through 
creating and designing an HRM system that promotes employees’ AMO. Regarding 
the way that such a system would be implemented, HR managers need to implement 
carefully and deliberately the different practices of an HRM system in order to create 
a shared perception among employees regarding what behaviours are required, what 
associated rewards exist, and what the intended objectives of the different HRM 
practices are. To be more specific, HR managers need to ensure that: 
1. HRM practices are perceived as distinctive practices by (a) increasing their 
visibility in terms of clarifying the objectives or rationale behind the different 
HRM practices; and (b) by increasing the relevancy of HRM practices 
through designing the HRM system so that employees and organisational 
objectives are achieved. In other words, managers should ensure that the 
different HRM practices work together to fulfil employees’ objectives. For 
example, an HR manager can design a compensation and reward system that 
satisfies employees’ objectives and at the same time directs the behaviour of 
employees to the achievement of organisational objectives. 
2. HRM system enjoys high levels of consistency. Such consistency can be 
achieved through an HRM system that transmits consistent messages to 
employees. In other words, the system should be designed so that each 
practice supports and enhance other practices, and that no deadly combination 
exists. Moreover, HR managers need to implement carefully the HRM system 
so that the intended objective of the system is clearly realised by all 
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employees. In other words, they need to proof the validity of the system by 
achieving its objectives. 
3. Agreement among HR managers and other managers within the telecom 
companies is taking place. HR managers need to consult with other managers 
to reach a consensus on how to design the HRM system and to ensure that the 
system is implemented uniformly throughout the organisation. Further, it is 
highly recommended that HR managers design an HRM system that is 
perceived by all employees as a fair system. In this regard, HR managers 
need to design the HRM system so that no decisions are made based on 
favouritism, no preferential treatment is given to anyone who does not 
deserve it, and that all employees are on the same wavelength when it comes 
to selection, training, performance appraisal and compensation. All these 
practices need to be based on employees’ competencies and qualifications. 
Third, beside the recommendations set to the HR managers, the current study also 
provides a number of recommendations that telecommunications companies can use 
to leverage the quality of their services as perceived by their subscribers. Based on 
the research findings, SQ in the telecom sector was found to be affected by 
employees’ attitudes and behaviour. Thus, managers working in the telecom 
companies need to take the following points into their consideration: 
1. The current study revealed that employees’ OCB is a critical predictor of SQ. 
Thus, telecommunications managers are highly advised to focus their 
attention on persuading their employees to engage in more citizenship 
behaviour. 
2. The current results indicate that when employees believe in their company 
and they are emotionally attached to it, they tend to engage in more 
citizenship behaviour. As a result, managers are encouraged to keep their 
employees’ AFCOM as high as possible, so they can ensure that OCB is 
being embraced by employees at all times. They can use the HRM system to 
increase the level of employees’ ability, motivation and opportunity to 
participate, since the findings of the current study reveal a positive link 
between AMO and AFCOM. 
3. The results indicate that OCB did not affect employees’ empathy towards 
subscribers, which may be attributed to the high role conflict experienced by 
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employees. Such role conflict could occur when an employee tries to satisfy 
the customer while at the same time complying with the company’s policies 
and regulations. Therefore, to allow employees to be more comfortable with 
satisfying customers’ needs, telecom managers need to make sure that their 
policies and regulations do not contradict customers’ interests. 
4. Based on the findings of the current study, a strong climate significantly 
weakens the relationship between HRM system and employees’ opportunity 
to participate. The results have revealed that opportunity to participate could 
be affected by other variables such as the leadership style adopted by the 
management in the telecom companies. Transactional leadership, where the 
employee–employer relationship is built on complying with pre-specified 
tasks and responsibilities is found to be controlling and demotivates 
employees to participate actively in the job. Therefore, it is recommended 
that telecom companies adopt a leadership style, such as transformational 
leadership, to motivate employees to take responsibility and to participate 
actively in their job. 
9.4 Limitations and Future Implications 
Just as any academic effort, the current study is not free from limitations. First, this 
study has investigated the causal effects between variables through cross-sectional 
data. Usually, cross-sectional data does not provide strong statistical evidence of 
cause-and-effect relationships when compared with that of longitudinal 
methodologies (Rindfleisch et al. 2008). Accordingly, we strongly encourage future 
research to take advantage of a longitudinal methodology when studying the different 
cause-and-effect relationships outlined in this study. 
Second, this study was conducted in a specific sector, which serves specific 
customers. Although relying on a single sector with relatively similar companies 
providing the same services is important to ‘enhance comparability’ and reduces any 
sources of variations that could affect the results and the validity of the measurement 
(Batt & Colvin 2011), it may affect the generalisability of the findings. Thus, 
researchers are encouraged to test the robustness of the current model by involving 
more sectors and industries that provide different services and serve different 
customers. 
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Third, the current study has focused on the systematic perspective rather than 
individual HRM practice. The study, however, did not explicitly examine whether 
the synergistic value created by the HRM system has indeed outperformed individual 
HRM practices. According to Chadwick (2010), a comparison between individual 
HRM practices and a system of the same HRM practices is needed to support further 
the extra benefit resulting from the HRM system synergy. Therefore, it is 
recommended that future effort be directed to comparing the individual level versus 
the system level of HRM practices.
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Fourth, the AMO model was investigated. The model is intended to act separately as 
a mediator in the HRM–AFCOM relationship. The exact mechanism through which 
employees’ ability, motivation and opportunity to participate are operationalised was 
not investigated in this study. According to the literature, the effect of AMO is based 
on the extent to which the three factors interact or complement each other (Blumberg 
& Pringle 1982; Siemsen, Roth & Balasubramanian 2008). Therefore, more research 
is needed to explore the mechanism through which the AMO model can be 
operationalised to achieve the desired performance.
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Fifth, the current study has reported relatively low AVE for the OCB construct. The 
relatively low AVE may be caused by composing the five dimensions of OCB into 
one single construct, thus supporting the argument that OCB is better conceptualised 
as having different dimensions. Accordingly, it is recommended that future effort be 
directed towards studying OCB as a second-order factor reflecting Organ’s five 
dimensions. Addressing OCB as a second-order factor was also supported by 
Podsakoff and MacKenzie (1997). In addition, the current study has focused on 
investigating the effects of OCB as a single composite variable on SQ dimensions. 
Future research may extend the current study by investigating all the possible 
associations between the different citizenship behaviours and SQ dimensions. This 
could help in better understanding of the most important citizenship behaviours, so 
that organisations can take advantage of this in delivering high SQ. 
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Finally, the current study has relied on the SERVQUAL measurement model to 
assess SQ in the telecommunications sector in Kuwait. The measurement model of 
SERVQUAL was successfully used to measure SQ in the telecommunications sector. 
For instance, both Van der Wall and colleagues (2002) and Johnson and Sirikit 
(2002) empirically and successfully approved the appropriateness of this model for 
measuring SQ in the telecommunications environment in both South Africa and 
Thailand respectively. Although the results of the current study have supported the 
reliability of SERVQUAL in measuring SQ, the relatively low AVE of empathy and 
tangible may pose some concern. This might be caused by the small sample used in 
this study, or other factors such as cultural factors that may affect how customers 
perceive SQ. Therefore, we strongly recommend researchers to further study the 
SERVQUAL measurement model in the telecommunications sector, taking cultural 
factors as well as the sample size into their consideration. 
9.5 Summary 
The significant contribution of the HRM system in achieving superior OP has led 
many researchers and practitioners to focus their attention on studying how the HRM 
system can augment OP including SQ. Unfortunately, the relationship between the 
HRM system and OP is still a mystery because of the unclear mechanism through 
which such a relationship occurs. This problem is largely perceived in the literature 
as the black box. One of the factors that has contributed to this problem is that 
researchers often focus on one perspective or theory while ignoring other 
perspectives necessary to understand this relationship better. Accordingly, the current 
study was designed to open the black box by providing and developing an 
empirically validated comprehensive model that integrates different theories and 
perspectives. Such a comprehensive model is proposed to act as a mechanism 
through which the HRM system is linked to OP. 
In order to test the validity of the proposed model, six research questions were 
developed, which have been revisited and explained in this chapter. The answers to 
the research questions have provided an original contribution to theory by testing the 
different mediating and moderating mechanisms in the HRM system–SQ 
relationship. Moreover, the current study makes a genuine contribution since it is 
among the first to integrate human capital theory, the individual-level theory of job 
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performance, the behavioural perspective, social exchange theory, attribution theory, 
and the content and process approach to HRM into a single comprehensive model. 
Despite the many contributions that this study has made, a number of limitations 
have been highlighted in this chapter. Recommendations were made for researchers 
to further the knowledge in HRM literature. 
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Appendices 
Appendix 5.1: The Initial Set of Items Generation Process 
Variable Item Source 
HRM (Job Design) The job allows me to make my own 
decisions about how to schedule my work 
(Morgeson & 
Humphrey 
2006)  
The job allows me to decide on the order in 
which things are done on the job 
(Morgeson & 
Humphrey 
2006) 
The job provides me with significance 
autonomy in making decisions 
(Morgeson & 
Humphrey 
2006) 
The job requires the performance of a wide 
range of tasks 
(Morgeson & 
Humphrey 
2006) 
The job requires a variety of skills (Morgeson & 
Humphrey 
2006) 
HRM (Recruitment 
and Selection) 
The company deliberately uses realistic job 
previews during recruitment and selection 
(Alleyne et al. 
2006) 
The company communicate the values and 
systems in the company to the new staff 
(Alleyne et al. 
2006) 
The company uses performance, ability, or 
personality tests as part of the selection 
process 
(Guest et al. 
2003) 
The company provides the new staff with 
formal orientation programmes 
(Rogg et al. 
2001) 
The company always recruits good 
candidate to fill a vacant position  
Developed by 
the researcher 
The company uses multiple source of 
advertising for a vacant job including the 
internet 
Developed by 
the researcher 
The company has a formal induction 
programme for new recruits 
(Snape & 
Redman 2010) 
The company hires only the very best 
people for the vacant positions 
(Kehoe & 
Wright 2013) 
HRM (Training) Employees receive training and 
development in workplace skills on a 
regular basis  
(Ahmad & 
Schroeder 
2003) 
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The company has an explicit policy 
requiring all staff to spend a specified 
minimum period in formal training 
(Alleyne et al. 
2006) 
Training programmes are consistently 
evaluated 
(Rogg et al. 
2001) 
Training plans are developed and 
monitored for all employees 
(Rogg et al. 
2001) 
The company offers opportunities to learn 
new things  
(Hartog et al. 
2013) 
HRM (Performance 
Appraisal) 
Employees in this company regularly (at 
least once a year) receive a formal 
evaluation of their performance 
(Gardner et al. 
2001) 
Employee’s direct manager or supervisor 
usually comments about the quality of the 
work 
(Ahmad & 
Schroeder 
2003) 
The performance review process is 
standardised and documented  
(Rogg et al. 
2001) 
Managers consistency tell employees about 
the standards used to evaluate job 
performance 
(Rogg et al. 
2001) 
Promotions and pay increases are based on 
achieving documented 
(Rogg et al. 
2001) 
Employees know how managers rate their 
job performance 
(Hartog et al. 
2013) 
HRM (Compensation 
and Rewards) 
The company raises pay for employees 
based on job performance 
(Gardner et al. 
2001) 
The company provides employees with 
companywide bonuses 
(Gardner et al. 
2001) 
Qualified employees have the opportunity 
to be promoted to positions of greater pay 
and/or responsibility 
(Gardner et al. 
2001) 
The company provides the opportunity to 
earn a commission for performance 
(Gardner et al. 
2001) 
The company reward system recognises the 
employee who contribute the most to the 
company 
(Ahmad & 
Schroeder 
2003) 
The company has a standard system for 
employees’ salaries  
Developed by 
the researcher  
AMO (Employees’ 
Ability) 
I have the required skills and abilities to do 
my job effectively 
Developed by 
the researcher 
I have the ability to complete the tasks on 
time 
Developed by 
the researcher 
I can do my job with no errors Developed by 
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the researcher 
I usually do my job without asking for 
support from my supervisor 
Developed by 
the researcher 
AMO (Employees’ 
Motivation) 
I am very motivated in my present job (Gould-
Williams & 
Davies, 2005) 
I work hard because I want to (Gould-
Williams & 
Davies, 2005) 
I try to think of ways of doing my job 
effectively 
(Warr et al. 
1979) 
I feel a sense of personal satisfaction when 
I do this job well 
(Warr et al. 
1979) 
AMO (Opportunity to 
Participate) 
I have the opportunity to be involved in 
formal participation processes such as 
quality improvement groups, problem 
solving groups, or round table discussions 
(Kehoe & 
Wright, 2013) 
I can make important work-related 
decisions such as how the work is done or 
implement new ideas 
(Kehoe & 
Wright, 2013) 
I can determine and make changes in the 
way in which I perform my work 
(Hartog et al. 
2013) 
I can use my personal judgement in 
carrying out my job 
(Gould-
Williams & 
Davies, 2005) 
I can communicate with people in other 
departments to solve problems and meet 
deadlines  
(Gardner et al. 
2001) 
Strong HRM System 
(Distinctiveness) 
The HR department undertakes exactly 
those actions that meet our needs 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The HR department in this company has a 
high added value 
Many of the HR practices introduced by the 
HR department are useless 
The HR staff has enough authority to get 
their ideas accepted 
In general, the HR staff is met with much 
appreciation in this company 
In this company, HRM is synonymous with 
excellent work 
Employees are regularly informed about the 
initiatives taken by the HR department 
The HR department works too much behind 
314 
the sense  
 
 
 
 
 
 
 
 
 
 
(Delmotte et 
al. 2012) 
The actual functioning of the HR 
department is a mystery to a large part of 
the employees 
Strong HRM System 
(Consistency) 
The suggestions, procedures, and practices 
developed by the HR department, actually 
add value to the functioning of the 
organisation  
The compensation system is developed in 
such a way that desired performance is 
reinforced 
The HR instruments for employee appraisal 
succeed in encouraging the desired 
behaviour 
There is a wide gap between intended and 
actual effects of HR initiatives 
One can have faith that the HR practices 
realise the intended purpose  
In this company, the HR policy changes 
every other minute 
In this company, there is clear consistency 
of HRM messages between words and 
deeds of the HR department 
The various HR initiatives send 
inconsistent messages 
Strong HRM System 
(Consensus) 
In this company, the distribution of bonuses 
and other rewards is perceived as fair by 
employees 
 In this company, employees consider 
promotions as fair 
If employees perform well, they get the 
necessary recognition and rewards 
The HR department regularly takes 
decisions based on favouritism  
Some employees in this company get a 
preferential treatment because they are 
friend with HR staff 
The HR department makes decisions in an 
impartial way in this company 
HR management and line managers are 
clearly on the same wavelength 
Top management and HR department 
clearly share the same vision 
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Management continuously supports HR 
policy in this company 
AFCOM I would be very happy to spend the rest of 
my career with this company 
 
 
 
(Allen & 
Meyer, 1990) 
I enjoy discussing my organisation with 
people outside it 
I do not feel a strong sense of belonging to 
my company 
This company has a great deal of personal 
meaning for me 
OCB (Altruism) Employee in this department helps others 
who have been absent 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
(Podsakoff et 
al. 1990) 
Employee in this department helps others 
who have heavy work loads 
Employee in this department helps orient 
new people though it is not required 
Employee in this department willingly 
helps others who have work-related 
problems  
Employee in this department is always 
ready to lend a helping hand to those 
around him/her 
OCB (Courtesy) Employee in this department takes steps to 
try to prevent problems with other workers 
Employee in this department in mindful of 
how his/her behaviour affects other 
people’s jobs 
Employee in this department does not abuse 
the rights of others 
Tries to avoid creating problems for co-
workers 
OCB (Sportsmanship) Employee in this department consumes a 
lot of time complaining about trivial 
matters 
Employee in this department always 
focuses on what is wrong, rather than the 
positive side 
Employee in this department tends to make 
‘mountains out of molehills’ 
Employee in this department always finds 
faults with what the company is doing 
Employee in this department is like the 
classic ‘squeaky wheel’ that always needs 
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greasing 
OCB (Civic Virtue) Employee in this department attends 
meetings that are not mandatory, but are 
considered important 
Employee in this department attends 
functions that are not required, but help the 
company image 
Employee in this department keeps abreast 
of changes in the company 
Employee in this department reads and 
keeps up with company’s announcements, 
memos, and so on 
OCB 
(Conscientiousness) 
Attendance at work is above the norm 
Employee in this department does not take 
extra brakes 
Employee in this department obeys 
company rules and regulations even when 
no one is watching 
Employee in this department is one of the 
most conscientious employees in the 
company 
Employee in this department believes in 
giving an honest day’s work for an honest 
day’s pay 
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Appendix 6.1: Univariate Tests for Normality 
Variable Skewness SE Kurtosis SE z skewness z kurtosis 
HRM1 −.848 .172 .119 .342 –4.93 .347 
HRM2 –.759 .172 .233 .342 –4.41 .681 
HRM3 –.559 .172 –.112 .342 –3.25 –.327 
HRM4 –1.304 .172 2.371 .342 –7.58 6.93 
HRM5 –1.329 .172 2.081 .342 –7.72 6.08 
HRM6 –.613 .172 .280 .342 –3.56 .81 
HRM7 –.412 .172 .092 .342 –2.39 .26 
HRM8 –.399 .172 –.024 .342 –2.31 –.07 
HRM9 –.071 .172 –.629 .342 –.41 –.001 
HRM10 –.529 .172 .052 .342 –3.07 .15 
HRM11 –.256 .172 –.225 .342 –1.48 –.65 
HRM12 –.407 .172 –.073 .342 –2.36 .000 
HRM13 –.175 .172 –.418 .342 –1.01 –1.22 
HRM14 –.184 .172 –.208 .342 –1.06 –.60 
HRM15 –.027 .172 –.237 .342 –.15 –.69 
HRM16 –.473 .172 –.289 .342 –2.75 –.84 
HRM17 –1.022 .172 .942 .342 –5.94 2.75 
HRM18 –1.257 .172 2.150 .342 –7.30 6.28 
HRM19 –.672 .172 .119 .342 –3.90 .34 
HRM20 –.536 .172 .551 .342 –3.11 1.61 
HRM21 –.036 .172 –.732 .342 –.20 –2.14 
HRM22 –.523 .172 –.198 .342 –3.09 –.57 
HRM23 –.589 .172 .352 .342 –3.42 1.02 
HRM24 –1.094 .172 1.974 .342 –6.36 5.77 
HRM25 –.313 .172 –.271 .342 –1.81 –.79 
HRM26 –.278 .172 –.103 .342 –1.61 –.30 
HRM27 –.322 .172 –.005 .342 –1.87 –.01 
HRM28 –.598 .172 .154 .342 –3.47 .45 
AMO1 –1.186 .172 3.017 .342 –6.89 8.82 
AMO2 .075 .172 –1.470 .342 .43 4.29 
AMO3 –.626 .172 1.437 .342 –3.63 4.20 
AMO4 –.574 .172 .249 .342 –3.33 .72 
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AMO5 –.592 .172 1.126 .342 –3.44 3.29 
AMO6 –.506 .172 –.057 .342 –2.94 –.166 
AMO7 –1.020 .172 2.227 .342 –5.93 6.51 
AMO8 –.262 .172 –.644 .342 –1.52 –1.88 
AMO9 –1.037 .172 1.282 .342 –6.02 3.74 
AMO10 –.942 .172 .792 .342 –5.47 2.31 
AMO11 –.956 .172 .923 .342 –5.55 2.69 
AMO12 –.452 .172 .012 .342 –2.62 .03 
AMO13 –1.052 .172 1.798 .342 –6.11 5.25 
AMO14 –.564 .172 1.059 .342 –3.27 3.09 
AMO15 –.227 .172 .301 .342 –1.31 .88 
SHRM1 –.288 .172 –.278 .342 –1.67 –.81 
SHRM2 –.421 .172 .371 .342 –2.44 .81 
SHRM3 .044 .172 –.807 .342 .25 –2.35 
SHRM4 –.317 .172 –.193 .342 –1.84 –.56 
SHRM5 –.438 .172 –.095 .342 –2.54 –.27 
SHRM6 –.507 .172 –.008 .342 –2.94 –.02 
SHRM7 –.319 .172 .641 .342 –1.85 1.87 
SHRM8 –.207 .172 –.197 .342 –1.20 –.57 
SHRM9 –.017 .172 –.488 .342 –.09 –1.42 
SHRM10 –.337 .172 –.214 .342 –1.95 –.62 
SHRM11 –.264 .172 –.025 .342 –1.53 –.07 
SHRM12 –.230 .172 .199 .342 –1.33 .58 
SHRM13 –.626 .172 .667 .342 –3.63 1.95 
SHRM14 –.517 .172 .101 .342 –3.00 .29 
SHRM15 –.396 .172 .082 .342 –2.30 .23 
SHRM16 –.158 .172 .208 .342 –.91 .60 
SHRM17 –.404 .172 .235 .342 –2.34 .68 
SHRM18 –.124 .172 –.416 .342 –.72 –1.21 
AFCO1 –.667 .172 .182 .342 –3.87 .53 
AFCOM2 –.693 .172 –.032 .342 –4.02 –.09 
AFCOM3 –.843 .172 .284 .342 –4.90 .83 
AFCOM4 –.361 .172 –.778 .342 –2.09 –2.27 
AFCOM5 –.607 .172 –.459 .342 –3.52 –1.34 
OCB1 –1.010 .172 2.683 .342 –5.87 7.84 
OCB2 –.738 .172 .635 .342 –4.29 1.85 
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OCB3 –.337 .172 –.175 .342 –1.95 –.51 
OCB4 –.661 .172 1.050 .342 –3.84 3.070 
OCB5 –.132 .172 –.689 .342 –.76 –2.01 
OCB6 –.496 .172 –.588 .342 –2.88 –1.71 
OCB7 –.301 .172 .451 .342 –1.75 1.31 
OCB8 –.632 .172 1.096 .342 –3.67 3.20 
OCB9 –.733 .172 .837 .342 –4.26 2.44 
OCB10 –.405 .172 –.267 .342 –2.35 –.78 
PSQ1 –.312 .172 .275 .342 –1.81 .80 
PSQ2 –.712 .172 .307 .342 –4.13 .89 
PSQ3 –.362 .172 –.759 .342 –2.10 –2.21 
PSQ4 –.542 .172 .244 .342 –3.15 .71 
PSQ5 –.600 .172 –.230 .342 –3.48 –.67 
PSQ6 –.168 .172 –.322 .342 –.97 –.94 
PSQ7 –.719 .172 .476 .342 –4.18 1.39 
PSQ8 –.318 .172 –.109 .342 –1.84 –.31 
PSQ9 –.281 .172 –.150 .342 –1.63 –.43 
PSQ10 –.134 .172 –.711 .342 –.77 –2.07 
PSQ11 –.793 .172 –.598 .342 –4.61 –1.74 
PSQ12 –.782 .172 –.016 .342 –4.54 –.04 
PSQ13 –.567 .172 –.309 .342 –3.29 –.90 
PSQ14 –.466 .172 .392 .342 –2.70 1.14 
PSQ15 –.526 .172 .501 .342 –3.05 1.46 
PSQ16 –.743 .172 1.959 .342 –4.31 5.72 
PSQ17 –.156 .172 .372 .342 –.90 1.08 
PSQ18 –.836 .172 .334 .342 –4.86 .97 
PSQ19 –.570 .172 .252 .342 –3.31 .73 
PSQ20 –.860 .172 –.489 .342 –5.00 –1.42 
PSQ21 –1.240 .172 .630 .342 –7.20 1.84 
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Appendix 6.2: Normality after Transformation 
Variable Skewness SE Kurtosis SE z skewness z kurtosis 
HRM1 –.375 .172 –.537 .342 –2.07 –1.57 
HRM2 –.353 .172 –.433 .342 –2.05 –1.26 
HRM3 –.195 .172 –.460 .342 –1.13 –1.34 
HRM4 –.515 .172 –.323 .342 –2.99 –.94 
HRM5 –.503 .172 –.206 .342 –2.92 –.60 
HRM6 –.179 .172 –.271 .342 –1.04 –.79 
HRM7 –.412 .172 .092 .342 –2.39 .26 
HRM8 –.399 .172 –.024 .342 –2.31 –.07 
HRM9 –.071 .172 –.629 .342 –.41 –.001 
HRM10 –.070 .172 –.363 .342 –.40 –1.06 
HRM11 –.256 .172 –.225 .342 –1.48 –.65 
HRM12 –.407 .172 –.073 .342 –2.36 .000 
HRM13 –.175 .172 –.418 .342 –1.01 –1.22 
HRM14 –.184 .172 –.208 .342 –1.06 –.60 
HRM15 –.027 .172 –.237 .342 –.15 –.69 
HRM16 –.473 .172 –.289 .342 –2.75 –.84 
HRM17 –.370 .172 –.264 .342 –2.15 –.77 
HRM18 –.311 .172 –.080 .342 –1.80 –.23 
HRM19 –.196 .172 –.417 .342 –1.13 –1.21 
HRM20 –.108 .172 –.290 .342 –.62 –.84 
HRM21 –.036 .172 –.732 .342 –.20 –2.14 
HRM22 –.133 .172 –.417 .342 –.77 –1.21 
HRM23 –.143 .172 –.349 .342 –.83 –1.02 
HRM24 –.267 .172 .102 .342 –1.55 .29 
HRM25 –.313 .172 –.271 .342 –1.81 –.79 
HRM26 –.278 .172 –.103 .342 –1.61 –.30 
HRM27 –.322 .172 –.005 .342 –1.87 –.01 
HRM28 –.132 .172 –.348 .342 –.76 –1.01 
AMO1 –.606 .172 –.077 .342 –3.52 –.22 
AMO2 .075 .172 –1.470 .342 .43 4.29 
AMO3 –.270 .172 .262 .342 –1.56 .76 
AMO4 –.220 .172 –.279 .342 –1.27 –.81 
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AMO5 –.370 .172 .148 .342 –2.15 .43 
AMO6 –.338 .172 –.484 .342 –1.96 –1.41 
AMO7 –.530 .172 –.145 .342 –3.08 –.42 
AMO8 –.262 .172 –.644 .342 –1.52 –1.88 
AMO9 –.680 .172 –.256 .342 –3.95 –.74 
AMO10 –.458 .172 –.455 .342 –2.66 –1.33 
AMO11 –.286 .172 –.247 .342 –1.66 –.72 
AMO12 –.452 .172 .012 .342 –2.62 .03 
AMO13 –.344 .172 –.086 .342 –2.00 –.25 
AMO14 –.266 .172 .157 .342 –1.54 .45 
AMO15 –.227 .172 .301 .342 –1.31 .88 
SHRM1 –.288 .172 –.278 .342 –1.67 –.81 
SHRM2 –.421 .172 .371 .342 –2.44 .81 
SHRM3 .044 .172 –.807 .342 .25 –2.35 
SHRM4 –.317 .172 –.193 .342 –1.84 –.56 
SHRM5 –.438 .172 –.095 .342 –2.54 –.27 
SHRM6 –.507 .172 –.008 .342 –2.94 –.02 
SHRM7 –.319 .172 .641 .342 –1.85 1.87 
SHRM8 –.207 .172 –.197 .342 –1.20 –.57 
SHRM9 –.017 .172 –.488 .342 –.09 –1.42 
SHRM10 –.337 .172 –.214 .342 –1.95 –.62 
SHRM11 –.264 .172 –.025 .342 –1.53 –.07 
SHRM12 –.230 .172 .199 .342 –1.33 .58 
SHRM13 –.122 .172 .034 .342 –.70 .09 
SHRM14 –.138 .172 –.389 .342 –.80 –1.13 
SHRM15 –.396 .172 .082 .342 –2.30 .23 
SHRM16 –.158 .172 .208 .342 –.91 .60 
SHRM17 –.404 .172 .235 .342 –2.34 .68 
SHRM18 –.124 .172 –.416 .342 –.72 –1.21 
AFCOM1 –.369 .172 –.498 .342 –2.14 –1.45 
AFCOM2 –.369 .172 –.625 .342 –2.14 –1.82 
AFCOM3 –.429 .172 –.605 .342 –2.49 –1.76 
AFCOM4 –.361 .172 –.778 .342 –2.09 –2.27 
AFCOM5 –.442 .172 –.688 .342 –2.56 –2.01 
OCB1 –.386 .172 .139 .342 –2.24 .40 
OCB2 –.440 .172 –.276 .342 –2.55 –.80 
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OCB3 –.337 .172 –.175 .342 –1.95 –.51 
OCB4 –.333 .172 –.297 .342 –1.93 –.86 
OCB5 –.132 .172 –.689 .342 –.76 –2.01 
OCB6 –.496 .172 –.588 .342 –2.88 –1.71 
OCB7 –.301 .172 .451 .342 –1.75 1.31 
OCB8 –.199 .172 –.105 .342 –1.15 –.30 
OCB9 –.237 .172 –.285 .342 –1.37 –.83 
OCB10 –.405 .172 –.267 .342 –2.35 –.78 
PSQ1 –.312 .172 .275 .342 –1.81 .80 
PSQ2 –.421 .172 –.419 .342 –2.44 –1.22 
PSQ3 –.362 .172 –.759 .342 –2.10 –2.21 
PSQ4 –.302 .172 –.298 .342 –1.75 –.87 
PSQ5 –.263 .172 –.529 .342 –1.52 –1.54 
PSQ6 –.168 .172 –.322 .342 –.97 –.94 
PSQ7 –.254 .172 –.361 .342 –1.47 –1.05 
PSQ8 –.318 .172 –.109 .342 –1.84 –.31 
PSQ9 –.281 .172 –.150 .342 –1.63 –.43 
PSQ10 –.134 .172 –.711 .342 –.77 –2.07 
PSQ11 –.037 .172 .274 .342 –.21 .80 
PSQ12 –.227 .172 –.418 .342 –1.31 –1.22 
PSQ13 –.174 .172 –.285 .342 –1.01 –.83 
PSQ14 –.466 .172 .392 .342 –2.70 1.14 
PSQ15 –.221 .172 .068 .342 –1.28 .19 
PSQ16 –.382 .172 –.234 .342 –2.22 –.68 
PSQ17 –.156 .172 .372 .342 –.90 1.08 
PSQ18 –.227 .172 –.168 .342 –1.31 –.49 
PSQ19 –.147 .172 –.147 .342 –.85 –.42 
PSQ20 –.205 .172 .342 .342 –1.19 1.00 
PSQ21 –.442 .172 1.192 .342 –2.56 3.48 
  
356 
Appendix 6.3: Linearity Scatter Plots 
 
 
 
